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INTRODUCTION
STORY FROM KEN

was almost there.
I I was thirty-three and I already lived in my dream
home, the one I'd dreamed of owning when I'd explored
the city on my bike as a kid. Built in 1907, it was all-brick and
had a Spanish tile roof, leaded glass windows, cherrywood-
beamed ceilings, and servants’ quarters on the third floor.

I owned the most beautiful car ever made: a Jaguar
XKE 2+2. Bright yellow. I was a pediatric optometrist with
a booming practice. I owned a chain of successful preschools
throughout Wisconsin and held an elected political office. 1
owned more than thirty apartment buildings and was raking
in gross revenues of almost $150,000 per month (in today’s
dollars). I had it all: growing assets, a beautiful wife, the first
three of my five children, and success wherever I turned. I was
well on the way to reaching my goal of becoming a millionaire
by the time I turned thirty-five.

But I was miserable.

Life had no meaning to me. If I'd ever had a real purpose,
I'd lost it. My life was way too complex. Morally, I was spiraling
downward. My choice of friends had changed for the worse.
My marriage was deteriorating,.
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I was living for myself—because in our culture, that’s
the way you live if you can afford to, right? However, I had
discovered that the financial pursuit did not satisfy me as I'd
always thought it would, I didn’t know what else to do. I was
sinking into despair, though on the outside, I was the picture
of success.

I thought maybe the solution would be to shift from trying
to build wealth to trying to build personal comfort. If I could
just control the people around me so they did what I wanted,
I would be happy. It’s the logical conclusion of a self-centered
person, which I certainly was. So that was what I did for the
next twenty years of my life.

It wasn’t until I was in my late fifties, and should’ve known
better, that I finally got a clue. My eighty-year-old aunt Mary
from Phoenix came to visit my mother, who lived in the garden
level of our home. During the course of visiting with Aunt
Mary I happened to pick up a book she was reading. I opened
it and read the first sentence.

“It’s not about you.”

That hit me right between the eyes. I couldn’t tear my eyes
trom the page. I#’s not about me? Of course it is. Who else is there? The
next paragraph drove the knife in deeper.

The purpose of your life is far greater than your own
personal fulfillment, your peace of mind, or even your
happiness. It’s far greater than your family, your career,
or even your wildest dreams and ambitions. If you want
to know why you were placed on this planet, you must
begin with God. You were born 4y his purpose and for
his purpose.!

1 Rick Warren, The Purpose Driven Life (Grand Rapids: Zondervan, 2002), 17.
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These are the opening lines from a little book called The
Purpose Driven Life by Rick Warren.

In that moment my life was forever changed. I took Aunt
Mary’s book and found a corner of my house to sit down and
read. You're supposed to go through The Purpose Driven 1ife over
the course of forty days, but I read it all in one sitting. That’s
saying a lot for a guy with dyslexia. I inhaled it. Absorbed it. I
let it permeate me and sink in down deep. Sometimes I had to
stop reading because I was bawling so hard.

At the end of that reading I was left with one shining truth
dominating my mind: My life was all wrong. Everything I'd
done I’d done to please myself. The things and people around
me were trophies, testimonials to my ability to twist the world
to my benefit. I was the high priest of the Church of Dr.
Kenneth Herbert Gibson.

But it was all ash.

Suddenly God had my attention. I'd been a professing
Christian virtually all my life but obviously had gotten the first
commandment wrong. It’s hard to worship at the First Church
of Gibson and yet have no other gods before the real God.

The next day I went to Sam’s Club and purchased 100
copies of The Purpose Driven Life. 1 began giving them away
like tickets to the last lifeboat on the Tianic. 1 gave one to the
person in line behind me, another to the cashier, and another
to someone in the parking lot. I knew firsthand the liberation
God was bringing through this book, and I wanted everyone
around me to feel as free as I did.

For the first time in my life, it really wasn’t all about me.

On that day God began renovating my life. Since then I've
been down roads I never would’ve considered taking when I
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was the one driving the bus. I saw what it meant to be a servant
leader—a concept I would never have come to on my own.
Suddenly my life was imbued with purpose. I now had
marching orders for tasks that would expand God’s kingdom,
not mine. I understood the wisdom and benefits of value-
centered business. and I’'m still being worked on.
Which brings us to you.

Welcome to the Family

We have written this book especially for you, the new
LearningRx franchisee or international BrainRx licensee, as
well as others who want the inside scoop on how to really
succeed in a small business.

A note to non-franchisees: There is a reason
why franchised businesses are eight times more likely
to succeed than independent businesses—and it’s not
that they make a better hamburger. There is a system,
a proven way of doing things. There is support to help
guide you to better decisions. There are savings due to
shared marketing development and system volume. Plus,
there is the franchisor evaluating your skills and requiring
that you have enough capital. This book contains many
“good business practices” and a few seldom-shared “great
business secrets” that will help any business owner. We
know that you will benefit from reading these values,
strategies, and key profitability ideas.
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You've come to invest in LearningRx because you've seen
what the program can do and you want to be part of changing
lives. You believe in it, and for that we thank you. We welcome
you into the LearningRx family with open arms. We personally
are pulling for your success.

To give you the best chance of achieving that success, we
are going to ask you to allow us to share with you what we have
learned about business.

This book is laid out in three major sections: “Values,”
“Strategies,” and “Profitability.” In the section on values, we
talk about foundational issues such as purpose, integrity, taking
responsibility, and excellence. In the section on strategies we
talk about business issues including vision, building a team,
and serving. In the profitability section we share fifteen keys to
profitability and the resulting use of your profits in the chapter
on stewardship and sharing.

In these pages we have attempted to download ourselves,
our business sense, into a form you can take and apply in your
own life and work. You already have excellent instincts and
experience of your own. These will enhance the knowledge in
this book, creating the optimum composite for success.

LearningRx works. The programs are astonishingly ef-
fective. But the business model bebind the system works, too.
That’s important because, even if you have the best product in
the world, if your business model is flawed you’ll have endless
struggles—and the world may never get the chance to see how
great your product or service is.

Read the lessons in this book. Apply them to your life.
Adopt this thinking into your business leadership. When you
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do, your LearningRx franchise—not to mention your personal
life—will be positioned for success as God defines it.

Read on. Learn how to run your LearningRx franchise as
we have and continue now to run LearningRx, and between
the lines of the pages of this book, you may just find your
purpose as well.

SECTION 1
VALUES



CHAPTER 1
FIND PURPOSE

The novel Storm Warriors by Jon Nappa begins with a
gripping scene of calamity at sea. The real-life story is
set in nineteenth-century England in the age of sailing
ships. As the book begins, the captain of a schooner is skirting
the coast of Britain at night during a fierce storm. Though it is
pitch-black, the captain knows the area well and seeks out the
landmarks he expects.

Suddenly, he spots lights. He thinks at first they must be
lights marking the land, so he orients the ship accordingly. But
the lights begin to sway, leading the captain and his crew to
believe the ship must’ve gotten turned around in the night and
what they’re really seeing are lights from another ship being
tossed about by the storm.

This changes the captain’s whole perspective. What he
thought was land is really open sea, which means he must
reverse direction or smash into the reef.

He turns the ship around, despite the wrath of the sea,
but is astonished to sight waves crashing on the rocks directly
before him. He has no time to turn. The wind and surf drive
him directly onto the reef. The ship is destroyed, and everyone
on board is lost but one.
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We learn later that the lights were indeed from the land.
They were the work of a local resident hoping to confuse
passing ships and cause them to wreck—so that he could lay
claim to the bounty that would wash ashore afterward.

Deceptive Guides

Ever feel like this doomed captain? Ever feel as if you're trying
to get somewhere good but the directions you're following are
driving you to shipwreck instead?

Perhaps youre going along in life and someone tells you
that you ought to be going in a certain direction, so you change
course. Maybe your own sense of direction causes you to
suspect you’re not heading the right way, so you make another
course correction, only to be redirected again the next day.
In the end, you find that not only did you not get where you
wanted, but you’re in dire straits: taking on water and being
smashed by the storm.

This is what comes from following deceptive guides.

A STORY FROM KEN

That’s what I was like. For the first fifty years of my life, I
thought I knew where I wanted to go and how to get there, but
in reality I was adrift. Lost at sea. I would achieve a goal but
still wouldn’t feel I had arrived. I would feel empty. So, I would
head out in a new direction, chasing a new goal, only to find
that the next one left me empty as well.

Someone charting my course over those years would’ve
seen me zigging and zagging across the map, doubling back,
getting lost—and coming dangerously close to a few reefs.
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I was following deceptive guides. I thought I knew my
destination, but really I didn’t. I was led around by false lights,
and a few areas of my life almost ended in shipwreck, destroyed
on the rocks.

A Constant Light
A STORY FROM KIM

What we’re talking about here is purpose. A person without a
purpose is like a ship tossed about on the waves, heading this
way and that and ultimately ending in destruction.

People and causes on all sides will say they are the right
direction for you to follow. Our society itself espouses a number
of paths it says are worthy of your time and money. It’s hard
to know what causes you should support and what you should
put your time, money, and effort behind. You could go crazy
trying to please everyone and seeking to follow every light you
see out in a storm.

What you need is a purpose, an understanding of what you’re
here to do. You need a guiding purpose that will unify your
thoughts and make sense of all the competing voices calling to
you. A strong purpose will help you know which opportunities
to avail yourself of and which ones it’s OK to say no to. A
purpose, like the constant light from a lighthouse, will take you
to the port you were heading toward.

Several years ago as a team we read the book The Success
Principles by Jack Canfield." In his book Canfield walks the
reader through the exercise of writing out a personal life
purpose. The key question to ask yourself is, “If I could do
anything I wanted to do, assumed that all my living expenses
and material needs and desires would somehow be fulfilled,

1 Jack Canfield, The Success Principles: How to Get from Where You Are to Where You Want to Be (New York: HarperCollins,
2005).
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what would I be doing and how would I spend my time?”” After
reflecting on that question, you follow a simple formula.

3 Gifts or talents that God has given you
+ 3 Actions of how you best communicate and/or help others
+ How you would like to see the world be better

Your Life Purpose

I was determined and wrote my personal life purpose.
It’s helped me say yes to right things that align with my
purpose and no to many things that don’t.

Here is my life purpose:

Use my creativity, wisdom, and leadership
+ Guide, inspire, and equip people
+ Make their lives cognitively better and closer to Jesus

What is your purpose? Have you written it out? Do you
refer to it? Is it a healthy purpose? It’s crucial to have that
one guiding light. Perhaps becoming part of our LearningRx
family has to do with your purpose.

Purpose Gives Meaning to Your Life

You have chosen to become part of the LearningRx family.
Why?

We have heard as many reasons as there are franchisees.
Some say they did it because it was a good fit for their past
experiences. Some like the idea of being their own boss. Some
list the income potential or a love of children as their reasons.
Some like that LearningRx is something they can do as a family.
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But the one comment we’ve heard from almost everyone is
this: “I want to do something that gives meaning to my life.”
Yes, we all want to live a life of meaning,

We believe our Creator considers people to be His ultimate
purpose. If that is the case, then people ought to be oxr purpose
t0Oo.

It should be people—not the accumulation of things or the
attempt to please everyone or the desire to become famous—
that are the constant light guiding our voyage.

A purpose instills your life with a sense of meaning,

Purpose Produces Passion

A purpose will motivate your life. It will get you up in the
morning and keep you going when others stop. A purpose will
fill your days with passion.

STORY FROM KEN

I have a friend named Ro (Rochunga
Pudaite), who grew up in northeast
India. His grandfather was a headhunter
who was given a little book, the Gospel
of John, in their tribal language, and
as a result the whole tribe converted to
Christianity. gives meaning 1o
Later, at the age of ten, Ro became my life.”
determined to translate the whole Bible
into his tribal language. He walked ninety-six miles through
tiger-infested jungles to get to the mission school that would
start him on his journey. There he learned to read and write.
Eventually Ro came to America to attend Wheaton College,
where he completed translating the entire Bible into his tribal

The one comment
we've heard from
almost everyone is
this: “I want to
do something that
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language.

Ro’s purpose fueled his passion, and now that passion has
extended beyond a translation. Ro’s ministry has sent more than
sixteen million Bibles into more than one hundred countries.

I have another friend whose purpose has impacted me
greatly.

I first met Gerard and his family when Gerard was in sixth
grade. He was slow in speech, couldn’t ride a bike or dribble a
basketball, and was having difficulty in school. He wanted to
be a good farmer, like his dad. He wanted his parents to be
proud of him. He loved his farm.

We put Gerard into the brain training program that
eventually became LearningRx. Though he had many challenges,
he was one of the most determined clients I've ever had. He
knew that to be a good farmer he would need good hand-eye
coordination around equipment. Within a few months, his
motor integration skills improved to the point that he was
dribbling a basketball while riding his bike. His hard work and
passion were rewarded twelve years later, when he was named
Outstanding Young Farmer of the Year.

What have you been given? What opportunities have been
handed to you? More than others? Fewer? It doesn’t matter.
What matters is how faithfully you deal with what you have
been given, how faithfully you use your opportunities to fulfill
your purpose. There’s a story, known as the parable of the
talents, about three servants of a rich man. The rich man had to
journey to another country, but he left money with his servants
and instructed them to invest it until his return. One servant
ended up making a tenfold profit on what he’d been given, and
was rewarded greatly upon his master’s return. Another made
a fivefold return. The third simply buried his money and gave
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it back to the master. The master cursed this servant for not
doing anything useful with what he'd been given. (Matthew
25:14-30)

So it is with purpose. We’ve been given a certain amount of
resources and opportunities, and we’re expected to invest them
wisely. We can invest what has been given us or we can refuse
to do anything with what we are given. What are you doing
with what you’ve been given?

Purpose Simplifies Your Life

One of the chief benefits of having a strong purpose guiding
you is that it brings focus to your life. When you understand
what you’re supposed to be doing, you instantly know what
things must be done and what things can safely be skipped.
Suddenly, you don’t feel bad saying no to the various causes
that come your way, because you know what you’re about and
where you can do the most good.

A STORY FROM KEN

John Gillespie was my closest adult friend in my late teens. He
arranged the circumstances that brought my wife, Sharon, and
me together. In his late twenties he was determined to help
troubled teenage boys, so he founded Rawhide Boys Ranch,
which has since become the model for many other boys” homes.

John’s purpose was so focused that nothing could stop
him. Though he was an unknown person, he was able to recruit
Bart Starr, the legendary Green Bay Packers quarterback, as an
active spokesman. John got a local T'V station to run a telethon
for years. He even became the major recipient of donated cars
in the state of Wisconsin. That very same purpose-directed
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passion has never wavered.

John illustrates how purpose will provide you with focus.
But not everyone’s focus becomes as outwardly known as John’s
and that’s fine, because our gifts and talents don’t determine
our success.

A STORY FROM KIM

My Grandma Graf (on my mom’s side) was a very private
person whose passion was not diminished even with big
changes in her life. She became blind right before my parents
met and got married. When she lost her sight, she devoted
herself to prayer. She became the most dedicated, persistent
intercessory prayer warrior I have ever known. She was a great

storyteller; she taught me most of the

Purpose trumps Sunday school songs I know, and she
profit. A made the most amazing fried chicken.
meaningful life's I could call her at any time to pray for
work is better me, and if I was sick, I would quickly get
than any job better. When she died, I was sixteen. I
description. felt a great loss—not simply because she

was gone, but because I no longer had
someone so devoted to petitioning God
on my behalf.

Purpose brings clarity to the large and small decisions of
your life. It brings decisiveness. We have come to understand
that decisiveness is not so much the ability to think quickly as
the ability to compare the opportunity with your purpose. If
an opportunity comes along that is good but doesn’t match up
with your purpose, you can discard it—and people will think
you’re just a marvelous decision-maker!

Life should flow out of your purpose. Purpose should
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direct and inform everything you do. It can affect where you
spend your money, how you spend your time, and how you
handle every conversation.

Filter your decisions with, “Why am I here right now? Why
are we having this discussion? How does this tie back to my
purpose?”

What’s your purpose? When you know it, it will focus and
simplify your life. Many major decisions will become easy.
Knowing your purpose will give you passion. It will help you
make the most of the opportunities given you. It will give your
life meaning, and it will act like a lighthouse guiding your way
through a dark and treacherous sea.

A person without a purpose wanders around in the dark,
not knowing what he stumbles over, not knowing where he’s
even trying to get to. A person with a purpose may still be
in the dark and may still occasionally stumble over hidden
obstacles, but he’ll never wonder where he’s going.

Purpose at Work

Your purpose should allow you to live your values and beliefs
in all parts of your life, including the workplace.

As you think about your employees, you need to help them
see the purpose and meaning in what they do, too. They need
to understand that they’re part of something wonderful. You
can help them see this by getting to know their desires and
passions—and helping them achieve them.

Sometimes that means encouraging them to follow their
purpose even if they have to leave your employment to do
so. It’s hard to lose a valuable staff member—but people are
more important than things—and therefore helping others
fulfill their passion and purpose is of greater value than
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our convenience. Besides, we now gain the opportunity to
contribute to a new staff member’s life.

Working to live out your purpose is far superior to working
to make a living.

If you are working just to earn a paycheck, then your
attitude toward others—even clients and those working for
you—will be to use and manipulate rather than to serve.
If you use people, like your employees, and serve others, like
your family, then you are compartmentalizing the secular and
spiritual parts of your life. Youre saying that some people are
of value and others are not.

Purpose trumps profit. A meaningful life’s work is better
than any job description. Your purpose, when you find it, can
and must be lived out in the workplace. To not do so is to make
your heart sick.

What you believe about your purpose will determine your
values, and your values will affect how you behave.

Conclusion

As you can see, this book will not be your average get-rich-
quick instruction manual. You are important and of great value.
Your purpose matters, not only to you, but to us. Many success
authors would teach you just to work hard or to manipulate
people to get ahead. But we would rather face the judgment of
other business leaders than to direct your thinking down the
wide path that leads to personal failure. We are committed to
helping you find your purpose.

There are many deceitful lights surrounding you in the
night, many false guides that would lead you to shipwreck. But
when you find your true purpose, your constant light, you can
trust it to lead you safely home.
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DR. JANISSA JACKSON

LearningRx—River Valley, Arkansas
Franchisee Since: 2023

Janissa is one of our newest franchisees, so we thought
she would be a perfect person to ask about how she
found her purpose: Why did she, as a practicing clinical
psychologist, decide to open a LearningRx center? It
is remarkable that a successful, working professional
decided to franchise with us. We believe we are meeting
a need that many professionals have—offering an
answer to the question, “Now what2”

On Choosing a Purpose-Directed Business

The purpose that drives me in owning and operating
a LearningRx franchise in addition to my clinical practice
is the ability to offer powerful hope to the patients
| treat. Much of my career has consisted of providing
clarity regarding the source of the problem; however,
| have had few solutions to suggest to my patients to
address the concerns that | outline in diagnostic reports.
While there is certainly relief in diagnosis, an accurate
diagnosis should point toward effective aftercare.
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Previously, for many conditions | diagnose (such
as attention-deficit/hyperactivity disorder), | had only
short-term solutions to offer patients—solutions such
as medication and work or school accommodations.
Through the extensive research conducted by LearningRx,
| can now confidently recommend these programs as a
more long-term solution to strengthening attention and
focus through the process of neuroplasticity.

The purpose of providing hope—in addition to
answers—inspires me fo continue on this journey. | am
now witnessing the success of some patients | have known
for more than ten years. The success stories, as well as
the test results, bring tears to my eyes. | am grateful that
my position as a psychologist helps bring awareness to
this program and provides students and their families
with the reassurance they need to take the leap of faith
and begin the program. Honestly, this program is so
effective that some believe it is foo good to be true. My
credibility as a psychologist helps to alleviate their fears
in hoping for true change and spending their family’s
time and resources toward this program.

Finally, running a LearningRx center has allowed me
to help many more students indirectly, as opposed to
only providing direct care. | am able to help interpret
test results and plan programs without having the task of
direct care. Given the load | carry at my clinical practice,
it has been a liberating experience to give help without
the emotional exhaustion that often accompanies clinical
work. | am excited to see what lies ahead in this journey
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with LearningRx, and | have no regrets. | often tell others
that | did not need another job, but when | learned how
this franchise could help the populations | serve, | could
not pass up the opportunity to be part of the solution.

Note: Dr. Jackson is one of a number of professionals
who own and operate LearningRx centfers. Being
a licensed or credentialed professional is not a
requirement to franchise with LearningRx. Dr. Jackson is
finding success in her center because she believes in this
program and it is easy for her to recommend it—and
that is true of all of our franchisees around the US.




CHAPTER 2
LIVING WITH INTEGRITY

STORY FROM KEN
I stood before a roomful of doctors. It was one of
my first cognitive training seminars with psychologists,
and I, an eye doctor, was introducing the cognitive concepts
that eventually came to be known as LearningRx.

The talk was going well. It’s no small thing to see scores
of professionals feverishly taking notes on something youre
teaching them. I admit my ego was feeling pretty inflated. I
made a joke to the group and checked out the response with my
family, who were at the back of the room. They looked a little
uneasy, but I dismissed it and went on.

I concluded that section, answered a few questions, and
called a ten-minute break. I noticed my family at the rear of the
room. They still looked a little uncomfortable, so I worked my
way back to them. They asked to have a private word with me,
so we excused ourselves and found a quiet spot.

“We are uncomfortable with some of the things you said
just now.”

What was this? Mutiny in the ranks? The seminar had been
a huge success so far. What could I have possibly said wrong?
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“All right,” I said as graciously as I could manage, “tell me what
you mean.”

My family proceeded to describe what they saw as a number
of exaggerations from my talks. I had claimed that we were
working with 300 or so doctors and had helped more than
ten thousand clients, when in fact the numbers were lower,
about 285 doctors and eight thousand students. My loved ones
reminded me of a line from a song they had learned years
before: “Stretching the truth is telling a lie.”

I had to admit it: they had me.

A bunch of excuses jumped into my mind. I'd grown up
stretching the truth to stay out of trouble or to make myself
look better, so really it was the fault of my upbringing that I
stretched the truth now and then. Plus, I had an Irish heritage—
blame it on the Blarney Stone! It was strange: when I used to
hear my father exaggerate, it would really bother me, and now
here I was, caught following in his footsteps.

But it was my Christian scruples, more than the challenge
from my loved ones, that brought conviction on this matter.
I was misleading people in order to advance myself. That was
wrong no matter how I looked at it.

What was I to do? Could I stand before those doctors
and admit I'd been fibbing? I could just imagine the hit my
credibility was going to take. Could this cognitive training
material—about which there was no lie—be considered
legitimate if its originator was proved a liar?

In short, my integrity was on the line, and not just my
integrity but the integrity of all I had worked to achieve. I was
even in danger of damaging the integrity of my family.

Something had to change.
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At that moment I decided I would confess my errors. I
went back into the room and corrected my exaggerations
and authorized my family to confront me at every break in
any seminars during which they felt I had not been truthful.
I agreed that if I made the slightest exaggeration in my talk,
I would, after the break, confess to the group my untruths
and correct my misstatements. With that kind of consequence
hanging over me, you can imagine how long it took me to
change my ways. Not long at all!

How'’s Your Integrity?

Your truthfulness is the largest factor in establishing trust in
the minds of people around you. Your staff, customers, and
vendors need to know that you are a person of your word and
that your word is not an exaggeration.

Indeed, there is no attribute more important to success in
a business relationship than integrity. Integrity is the quality
that guarantees the other attributes. You need to be the type of
person whose personal values and morals are beyond question.

Integrity is at the heart of character. You’ve heard the old
adage that character is who you are when no one is looking. You
must maintain integrity and truthfulness in all your dealings.

In business, as in life, everything counts.

A Matter of Trust

Being challenged to stop stretching the truth, was really being
asked to become a person worthy of trust.

You must gain the trust of those working with you. Trust is
the foundation of real teamwork. Indeed, trust gives freedom,
just as telling the truth brings freedom—Dbecause you no longer
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have to remember all the lies you told to each person. Behave
honestly, live in a trustworthy manner, and you’ll make life
much easier for yourself.

How do you build trust? By living in line with the values
you profess. If you think stealing is wrong, do you give less value
than for what you are paid? If you disapprove of gossiping, do
you do it? If you insist your staff members make it to work on
time, do you regularly come in late? If you want people telling
you the truth, do you tell little white lies?

The part of you that other people see is like the tip of
the proverbial iceberg. You are more than what you show the
world. So it is with those around you. But if what you attempt
to show to the world isn’t who you really are, eventually that
will come out.

A person who says one thing but lives another way is a
hypocrite, unworthy of trust.

The benefit of behaving uprightly is that, when your heart
and head are clear of deception, your actions are aligned with
your values. You become a person of integrity.

A Trusting Team

When you have trust among your team members, you have
a real team. A group of people who do not trust one another
is not a team at all. Building trust among your staff is a vital
task for you as a LearningRx franchisee. It starts with you
living consistently with your own stated values and holding
yourself to a high standard of integrity. But trust extends to
your employees as well.
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Your staff members need to know your intentions are good,
so they have no reason to hold back true honesty. They need to
know they can open up to you and to one another without fear
of betrayal. They need to feel they can admit their mistakes and
fears and weaknesses without worrying about reprisals.

When your team members see you living with integrity,
they will be inspired to do so as well, and a LearningRx center
characterized by integrity will be a LearningRx center people
recommend.

Building Character

Ralph Waldo Emerson said, “No change of circumstances can

2]

repair a defect of character.

Over time, your behavior will display

how you have prioritized your values. Truthfulness
This hierarchy of values is revealed with establishes trust
or without your permission. Ultimately, with others.

you will live out your values, whatever
they are.

How do you develop character? Embrace pain. Learn
from it. Don’t waste your suffering: Let it be an opportunity
for growth. There is never a straight path to success. It is a
maze filled with obstacles. Don’t let the obstacles stop you.
Keep moving forward. A clear understanding of your purpose
will help you to go around, jump over, or break through your
obstacles. Life is a test. Character is developed and revealed
through it. Nothing is insignificant.

1 Ralph Waldo Emerson, “Character,” in The Essential Writings of Ralph Waldo Emerson, ed. Brooks Atkinson (New
York: Modern Library, 2000), 331.
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A STORY FROM KIM

When I was in fourth grade, my dad started a Christian school
at our church, in a city about twenty minutes away from where
we lived. My sisters and I had to take the bus, and some of the
kids on our bus attended a different school.

One boy in particular would yell and pick on my sisters
and me and one of my friends. He would trip us, tell us we
were “stupid idiots” and try to knock our lunch bags to the bus
floor. His mom was the bus driver and she liked to be mean
to us as well. I thought because my dad had started the school,
I could tell on her and maybe get the situation improved. My
dad’s response was. “Great! You get a chance to grow some
character!”

Grow character? I wasn’t the one being mean. I was to
forgive and continue to show kindness? Over the years this
was a common response from my dad. He would often read
to us from a devotional book that looked at the characteristics
of God. I can’t say that I loved his response; it would often
frustrate me. But I did learn to embrace and see difficult
situations as opportunities to grow my character and to shine,
no matter how hard or unfair it seemed.

Principles versus Profits

As a business owner, you will be tempted to choose expediency
over integrity, to do the thing you believe is needed rather than
the thing you believe is right. But I can tell you that principles
and profits are not opposites—ryou can do what’s right and still
be successful.

Also, it’s never too late to do the right thing.
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A STORY FROM KIM

Recently, one of my children handed me fifty dollars, confessing
that this amount had been taken out of my purse more than
ten years before. Imagine the sense of freedom and removal of
guilt experienced after righting a wrong!

Conclusion
Hopefully, you will never find yourself
called to account for blatant untruths Every man, at
you have told to a roomful of doctors. the bottom of his
Hopefully, you will not have people heart, wants to
questioning  your integrity as a do right. But only
businessperson. And hopefully, your he can do right
staff will not have to work for a boss who knows right;
who demands one thing of his employees only he knows
but applies a more lenient set of rules to right who thinks
himself. right; only he
However, if you know you do have thinks right who
issues of integrity that need to be cleared believes right. —
up—and most of us do—we hope you Tiorio

have someone who will confront you

about them. Indeed, this very chapter
ought to challenge you to be sure your life is lived out
consistently with what you say you believe.

Integrity, marked by truthfulness and trustworthiness, is a
hallmark of LearningRx in general. and it must be at the heart
of your center as well.



CHAPTER 3
TAKE RESPONSIBILITY

STORY FROM KIM
“Take responsibility” seemed like my dad’s

favorite phrase as I was growing up. My sisters and
I were required to buy our own clothes starting at age nine.
To earn money, Dad would often hire us to work in one of his
businesses. He always started out by telling us that we had to
“own the job”—then he would tell us what was to be achieved,
and we had to figure out how to do it. He wouldn’t tell us what
to do—we had to ask and find out from him and others. He
made us responsible not only for doing our job but also for
learning it. Here’s an example:

When I was in fourth grade, my dad asked me if I would
be interested in having my own line of greeting cards. Make
my own cards? That would be awesome! I loved to draw and
doodle and create cards. I could be like a real artist!

So I drew until my dad said it was perfect. One card had a
cow with an udder and said, “Wisconsin, the udder most part
of the world.” Another said, “Love Is Sharing” and showed
two dogs sharing one bone. Another said, “Youre Special”
with a frog on a mushroom.
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Dad asked me, “If someone got your card and wanted to
buy more of them, how would they know about you, and how
could you make your cards extra special?”

I finally came up with the idea of writing on the back of
each card. “Hi, my name is Kimmy Gibson, age nine, and I
think you’re special because God made you. If you would like
more of my cards write to me at 312 N. Union Street, Appleton,
WI 54911.”

We had my cards printed, and I packaged them in plastic
bags. I was very proud of them and took them to show Dad.
“They look great!” he said. “Now go and sell them.”

Sell them? I had to sell them? I was only nine. How was I
going to do that?

“Door-to-door,” he said. “Youre smart—you’ll figure
it out. Go around the neighborhood. You need to sell ten
packages before you come back for dinner.”

“Do I get to keep the money?” I asked.

“Yes, after you’ve paid off the expenses of the paper and
printing.”

At two dollars a pack I would have to sell about forty
packages of cards before I made my first dime!

Going door-to-door was hard. I felt pretty shy about
knocking on doors, not knowing who was going to open the
door or what to say. But I learned how to talk to adults and how
to sell. I learned that old ladies liked package deals, which got
me home quicker. For weeks, every day I had to hit the streets
and sell my cards.

My dad taught me that you have to do more than just
dream. You need to plan, figure out the process, and then have
the determination and passion to make the dream come true.
I wasn’t allowed to blame the weather, the competition, or the
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neighborhood. My success was my responsibility! My cards got
around. Twelve years later during holiday and summer breaks in
college, I was still filling orders—mostly from little old ladies.

A Hero Arises

Taking responsibility is the act of refusing to pass off to some-
one else an act that must be done. It means looking a require-
ment in the face and doing your best to meet it. Often, it means
taking a harder, lonelier path, a path few others may travel. It
means taking on the burden of doing the right thing even if
you must stand alone to do so.

Responsibility is an essential quality in business, as in other
areas of life. There are easier ways to operate than the way of
responsibility. Sounding good in the moment but having no
intention of fulfilling your promises, for instance. Or shrugging
your shoulders and walking away when things get tough. Not
standing up for someone when it is in your power to do so. An
irresponsible life is the path of the sluggard and the coward.

It requires a certain brand of heroism to take responsibility.
Indeed, you could almost define a hero as someone who
endeavors to do the right thing even when it’s difficult.

As a LearningRx franchisee, you’ll have many, many
opportunities to be a hero. In the lives of the students your
center touches, in their families’ lives, and in the lives of your
employees, your willingness to take responsibility will serve
you well.

You’ll show your heroic willingness to take responsibility
in four areas: accepting responsibility for your own actions,
maintaining a positive attitude, being decisive, and being
determined.
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Personal Responsibility

We have a saying we remind ourselves of often: When things
go well, look through the window; when things go badly, look
in the mirror.

When your LearningRx center is doing very well, use that
as an opportunity to praise everyone around you. Look out the
window—figuratively speaking—to spot the people on your
team upon whom you can lavish accolades and encouragement.

But when struggles come, it’s no longer the time to look
out the window. That’s not the moment to hand out blame to
your staff.

When hard times come, that’s your opportunity to look
in the mirror, to examine yourself to see what can be done to
bring improvement.

Taking responsibility means pointing

at yourself for any lack of positive results. When things
It means no excuses. It means pinning on g0 well, look
your own chest the onus for why things through the
are in a downturn and accepting the task window; when
of turning things around. things go badly,
Even when things are going well, look in the
personal responsibility means fostering mirror.

in yourself a hunger for improvement.

It means you are not sitting back and
letting others take the lead when it comes to finding ways to
enhance your success, strengthen your team, and raise your
customers’ satisfaction.
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A STORY FROM KEN

I learned responsibility early in my own life. My parents’ style
of parenting allowed me to take charge of myself and my
four younger brothers. When I was twelve, I started my very
first business: a lawn-mowing service with three employees
,and when I was sixteen I had a painting business with five
employees. We painted nine houses our first summer. Through
those adventures I learned the benefits of being a responsible
worker and having responsible workers.

At one of the houses we were painting, my best friend,
Larry, dropped a gallon of white paint from a ladder. The spill
covered about twenty-five square feet of lawn. He assured me
that he would take care of it—and he did. The next morning
it was replaced by a far nicer lawn. It wasn’t until I got a call
from his mom that night that I learned he had fulfilled his
responsibility by removing twenty-five square feet of his
parents’ front lawn!

Eight years later, on my twenty-fourth birthday, I decided
to take personal responsibility for my livelihood. In a northern
Wisconsin cabin, in tears, I informed my dad that I could not
continue to work with him, that my nature required me to take
control and be responsible for my own future and success.

Taking personal responsibility is the first attribute of
the kind of heroic responsibility you’ll need to thrive as a
LearningRx franchisee.

Maintaining a Positive Attitude

The second attribute you need is a positive outlook. The benefits
you’ll receive by infecting your center with a happy attitude
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about your work are many. A positive outlook will uplift you,
your staff, and every family who walks through your door.

2

The opposite is also true. “Stinkin’ thinkin” will harm your
center in more ways than you can imagine. Your employees will
dread coming to work, and your students will fail to achieve to
their potential. New families will feel it just walking into your
center. Youll never know the level of success you would’ve
reached had you just maintained a positive attitude about your
work. This is one of the intangibles that will permeate every

aspect of what happens at your center.

A STORY FROM KIM

Years ago, it felt as though I entered a strict library or funeral
home each time I entered our own center. After sitting there
for a while trying to figure out why it felt like that, it became
apparent that our reliable receptionist liked order, control, and
quiet—requiring kids to behave as if they were in a highly
disciplined classroom. I noticed also that there were little signs
she had posted everywhere stating her rules, which didn’t
match our culture. I knew she needed to go. Within weeks of
replacing her, the center was filled with excitement and energy,
lots of happy parents, laughter, high fives, and increased
referrals.

You can set the tone—the atmosphere—for your center.
Even though it may not be your nature to do this, raising your
energy level will help others enjoy their work and look forward
to going to work every day. A dishwasher can create poems
and songs for the cooks. The bus driver can greet passengers
as they get on and, as they get off, encourage them with a big
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smile and a cheerful “Have a great day.”

What can you do to set the tone in your center? Yes, this
takes effort, but the mood it creates will make the day so much
more enjoyable.

A STORY FROM KEN

This works with people as well. At the age of four, my second
daughter, Candy, was constantly pouting and complaining.
Getting her to do anything was a fight. So I gave her a new
nickname—Happy Helpful. The change was immediate. She
lived up to her nickname, and even today, she is the happiest,
most helpful person I know.

Life is too short to go around moping. Nurturing negative
thinking about someone else is like taking poison and waiting
for the other person to die. Add a positive attitude to your
acceptance of personal responsibility and your center will
thrive.

Decisiveness

The third component of a LearningRx franchisee who is taking
heroic responsibility is decisiveness.

Successful people are decisive people. They don’t make
hasty decisions just for the sake of looking decisive, however.
They gather all the information they need to make an informed
decision, and then they act without delay. They do not
procrastinate.

The Nike tagline “Just do it” would benefit many. Too many
think so long over decisions that they end up never making
any. We believe this is because many people aren’t sure where
they are going. They don’t know their purpose. Therefore,
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they don’t know how to compare the options before them and
decide which one is best.

A STORY FROM KEN

As I think back over my life and review the major decisions I've
made, I can see how much less full my life would have been
and how many opportunities I would have missed if I had not
made those decisions. I’ll share one example.

After graduating from college I returned to my home
community of Appleton, Wisconsin. Some friends asked me to
join them in the study of a new book: How I Turned §1,000 into
a Million in Real Estate in My Spare Time by William Nickerson.
Before the group of ten had finished the study of the fourth
chapter, I had read the whole book and purchased my first
building. Twelve months later, I owned twenty-six units and
the other nine study group members were still trying to finish
the book.

Being able to see opportunities and act decisively to seize
them is important for succeeding in business.

You must be decisive as you lead your LearningRx center.
The need to make decisions comes almost every day. You will
succeed if you make a habit of gathering all the information
you need and then acting without delay.

People who spend their whole lives hesitating put their
dreams on hold. They watch the stock reports and try to catch
the next big market wave. But they always end up delaying.

If youre not careful, you can know the goal but find
yourself unwilling to do what is needed to achieve it. Double
your efforts to go ahead and take the plunge. Take the chance
to make a decision—even if it means you’ll need to correct
your course later. That’s so much better than sitting on the
sidelines.
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It’s possible that your plans may turn out differently than
youd hoped. But if you never put them into action, they’ll
never turn out at all. To be an effective LearningRx franchisee,
you must be decisive.

A Word of Caution

One caveat: Being decisive with almost

no thinking is not smart.

"Too many people
o think so long
A second caveat: Be realistic. .
over decisions
. that they end up
Realize that most people need to .
never making

go ahead and take the plunge. A lot of any. 1 believe this

folks err on the side of not being decisive .
is becanse many

enough, not on the side of being hasty in peaple aren’t sure

their decisiveness.
where they are

Leonardo da Vinci wrote, “Iron .
going.

rusts from disuse; water loses its purity

from stagnation . .. even so does inaction
sap the vigour of the mind.”! If you make a wrong decision,
you always reserve the right to go back and make a different
decision in the future.

Determination

The fourth characteristic of a successful franchisee is
determination. You can’t fail if your determination for success
is strong enough.

1 Leonardo da Vinei's Note-books, trans. and comp. Edward McCurdy (London: Duckworth, 1906), 53.
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A STORY FROM KIM

It was the early nineties, and I had just graduated from
college and was supporting my husband, who had a year left
in college. I was substitute teaching here and there at local
schools and worked a part-time night job waiting tables, but
I wasn’t making enough to support us. Minneapolis had put a
freeze on interviewing teachers because they had to cut jobs,
had no positions open, and had thousands of applications on
file. On a call to my dad, I explained how I'd tried everything:
called, stopped by schools, sent in résumés and applications—
everything I knew to do.

He reminded me that shipping magnate Aristotle Onassis
got his first job as a “ship’s boy” by showing up every day for
six months at the gate of the captain’s home, begging for a job.
He suggested I do the same. “Go down there and park yourself
in the superintendent’s office, and don’t budge until the guy
who makes the hiring decisions talks with you.” Wow! People
just don’t do that! You can’t force people to talk to you.

But I knew Dad was right—I don’t have to be like everyone
else. I had nothing to lose.

The next morning I was at the door as the janitor opened
it. When the assistant arrived, I told her I was there to see
the person who hired teachers. When she asked if I had an
appointment, I told her, “No, I don’t, but I've been waiting for
one for the last five months.” She replied, “Honey, we don’t
have any positions. We’re not interviewing, and Dr. ‘X has
meetings all day. I’ll find your application and put it on his desk
and let him know you were here, so go home.”

I wanted to turn around and leave, but I heard an inner
voice say, “Be bold as a lion.” I would wait. He arrived and

CHAPTER 3: TAKE RESPONSIBILITY | 41

walked by me a few times on the way to meetings as I sat there
all day. The superintendent’s assistant repeatedly tried to talk
me into leaving and going home. But I waited patiently. Late in
the afternoon, he indicated he had two more meetings and that
I should go home. I told him I'd wait.

About six thirty he came out and told me he’d give me five
minutes. I jumped up, followed him, and shared my passion for
teaching. “Well, you certainly are persistent,” he said. “In my
thirty years in education I’'ve never seen someone as stubborn
as you, especially after you were made to feel unwanted.” He
added that he had one job that had opened up that day, but I
would be crazy to take it and he would be foolish to give it to
me—a new teacher.

It was a fifth-grade class of students who had been labeled
with oppositional defiant disorder who had gone through three
teachers in a month and a half, including a former principal,
and he couldn’t keep a sub in there past noon on any given day.
I told him, “I’ll take it!” I did—it wasn’t easy; I learned a lot
and had a great year—but that’s another story.

Conclusion

Opening a LearningRx Center can feel a lot like knocking on
an unknown door to talk to an unknown person. There are
obstacles, closed doors, and hidden paths.

But it’s much more enjoyable to be finding your path as a
business owner than it is to stay on a safe but boring path in
someone else’s journey. Launching a business takes the kind of
intestinal fortitude most people could never generate. It takes
a hero.
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And a hero always does what’s right, even when it’s hard. A
hero confronts the challenges of this life.

He or she takes responsibility.

We admire you for stepping out boldly while most people
sit back and never pursue their dreams.

CHAPTER 4
PURSUE EXCELLENCE

here is a reason LearningRx’s programs are so powerful

and unmatched. But it’s not that we sat down one day

and came up with the process in its perfected form. It
is the result of more than forty years of refining, the input from
hundreds of contributors, and thousands of—you guessed it—
changes.

A STORY FROM KEN

In 1968, I started my quest to help students learn better. I was
dyslexic, which meant that reading was always time-consuming
and difficult for me. I was motivated to make it easier for others.
My desire to treat the causes of learning problems moved me to
action. I decided I would follow the evidence no matter where
it led, even if it led me away from my profession as a pediatric
optometrist and into other fields of study.

This quest required me to challenge the long-held belief
in the medical community that the brain is fixed at birth.
First, I had to overcome my own training in this matter, and
then I had to be willing to accept years of ridicule from the
medical community. Even today, there are neuroscientists who
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have a hard time believing that the brain can change as much
as we have documented in many research studies looking at
LearningRx programs.

I started my journey by training children’s eyes to work
better because I incorrectly assumed poor visual skills were
the main issue behind most learning difficulties. But I soon
learned that this wasn’t enough. Over time I added sensory-
motor, visual and auditory processing, attention, memory,
reasoning, and processing speed procedures.

Each addition created a change in learning. Each
change added to our knowledge of how to achieve increased
improvement in learning skills. What would we have gained if
we'd decided that the first added procedure was enough? We
would have achieved modest improvements but nothing like
the gains we see now.

We made other changes, too. We began comparing test
scores from before a student entered the program to after the
student completed the program. We changed from working
with one trainer per three students to one trainer per student.
We added our loading techniques to escalate the enhancement
achieved in each procedure.

In short, we did nothing but change, change, and change,
always seeking the optimum procedures in each area. We never
printed more manuals than the number of doctors attending
our next seminar—because by the following seminar the
manual would be changed!

Did it pay off?

Absolutely! In 1985 we were achieving skill gains of two
months for each month of training. One year later, after
developing some tremendous breakthroughs in our training
procedures, our average gains were almost ten months of skill
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gains per month of training. That’s an incredible 500 percent
increase! We could have stopped there. But we’ve kept working
to increase the program’s effectiveness. Today, because of all
our research and refinement (i.e., changes), we have LearningRx
centers all across the United States and Canada and BrainRx
centers all across the world.

Yes, our commitment to making changes has certainly

paid off.

Excellence Requires Reinvention

In business you must continuously reinvent yourself. You
must cultivate a healthy dissatisfaction with the status quo, a
creative uneasiness with “good enough.” You must always seek
refinements to enhance what you’re doing. Seek to implement
and set goals that exceed Home Office or other centers’

expectations.
To achieve excellence in any
endeavor, be it a sport or art or You must
business, you must be willing to adopt cultivate
new approaches and throw out old a healthy
ones when systems and processes are dissatisfaction
updated. with the status
In the LearningRx context, you quo, a creative
pursue excellence by continuously uneasiness with
reinventing by: reinventing yourself and “good enongh.”

adopting newly implemented systems
and processes the Home Office rolls
out.
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Reinvent Yourself

To lead your staff to excellence, you must set the example. You
must put yourself on a path of continuous self-improvement.
Make an effort to expand your knowledge by reading new
books or attending seminars. Join business clubs that seek
to cross-pollinate ideas by bringing together businesspeople
from different industries. To create an environment of
constant improvement, begin with yourself. There are many
opportunities to do so.

A STORY FROM KEN

When my son, Shawn, was in fourth grade, we would walk
four miles each morning while I drilled him in math word
problems. A few months later he placed fourth in a state math
competition. While traveling as a family, we spent much of the
time playing mental games and listening to business tapes or
stories of successful people.

A STORY FROM KIM

When we traveled, Dad was always playing tapes of books or
seminars. The rest of the family would have preferred listening
to something else, as Dad’s tapes made us go to sleep. However,
years later it was amazing how the things we had heard on
those trips—even when we thought we were sleeping—helped
us. In my first job interview after college, twice the answer to
interview questions came straight from those tapes I'd heard
years earlier. I couldn’t believe it. And by the way, I got the job.

Reading pays off. I read for ideas, for underlying concepts
that give me flashes of inspiration for my life or for business.
Reading stimulates concepts I then try to apply. I'm constantly
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exploring new ideas. Now as I lead LearningRx, I spend a lot
of my time learning from other business leaders, conferences,
podcasts, and books how to better lead, solve issues, further
improve our systems, and better serve our families

You need to do this, too. You reinvent yourself by being
open to change in your thinking and doing new business
systems that are rolled out. This is how you achieve excellence.

Your competitors are implementing new ideas. If you want
to keep your center operating at its peak, you need to be up on
the latest systems and procedures that we implement. You need
to keep stretching yourself.

A constant reinvention of yourself will allow you not only
to keep up with competitors but also to handle the challenges
your center will face. Be willing to stop doing things the old
way if that’s pulling you down (within what is allowed in the
operations manual, of course—but even then, if you have an
improvement idea, let us know). Adopt new systems, processes,
and programs quickly as we’ll develop them to help you be
more efficient and profitable, so don’t get stuck in a mindset
of “That’s not how we did it when I started my center.” Be
nimble. Change. Grow. Be willing to change how you operate
on both a personal and a professional level.

There is power in knowledge. Reading books and attending
seminars can give you the advantage.

Reinventing yourself also allows you to make the most of
what you have as a person. You have been given a number of
talents. They are tools for you to use in the best way possible
for as long as they’re in your hands. You are a steward of your
talents, and you manage your talents wisely by constantly
reinventing yourself.
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You must cultivate a healthy dissatisfaction with the status
quo, a creative uneasiness with “good enough.”

Become a Time Expert

One of the best ways to reinvent yourself is to take control
of your time. Because the misuse—or merely the unfocused
use—of your time is a sure path to mediocrity in business.

The story is told of how Andrew Carnegie, a steel magnate
in the 1880s, learned this lesson. Carnegie hired a young
management consultant to help increase the productivity of
the office staff. After almost a month of observing the staff
work, the consultant went into Mr. Carnegie’s office with his
recommendation. He said that most of the people wasted time
getting started. It was as if they weren’t sure what needed to be
done and in what order. He suggested that before people went
home in the evening, they should write down what needed to
be done tomorrow, prioritize the importance of those tasks,
and in the morning, start with number one.

Mr. Carnegie didn’t expect such a simple solution and really
questioned the value of the idea. The consultant suggested that
Mzr. Carnegie try it for a month and at the end of that time
to send him a check for whatever he thought the idea was
worth. The results were so dramatic that Mr. Carnegie sent
him a check for $25,000. That was a lot of money more than a
hundred years agol!

Good time management equates to good life management.
Especially when it comes to business, doing the right things in
the right order is the path to excellence.

It is also wise to start with the end in mind. Where do
you want to be in five years? In twenty years? Pretend that’s
a destination on a map. Now plot out the course between
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here and there. What are the major milestones you’ll need to
reach on your journey? What’s the first thing you’ll need to do,
achieve, or learn to start approaching those markers?

Break down that journey into five chunks, one for each
year between now and your five-year goal. Give yourself an
annual project. Every year you concentrate on that portion of
the trek.

Maybe this year, your goal is to get a grip on how to be
better at networking or how to consistently market your center
each month. So perhaps your project for this year is to start
reading one business book per month. Maybe you decide you
need to learn how to sell better, so your project is to seek out
the top salespeople in the country and attend their seminars
or buy their master class series. Maybe you determine that this
year you need to learn how to manage money better, so you
give yourself the project of taking courses in business finance.

Map out your course. Divide the journey into segments.
Give yourself projects that achieve the goal for each segment,
and make steady progress toward your goal.

You want a trick for knowing whether you’re truly learning
the material you’re studying? Pretend that you will be teaching a
class on it at the end of the year. Let’s say your local community
college has asked you to lead a seminar on this topic and you
need to give your students mastery of the content. When you
know you’ll be teaching others, you’ll definitely apply yourself
to learn it. You never know what question some bright student
might ask, and who knows—at the end of the year maybe yox
could teach a course on it.

Have you heard of the 80/20 ruler It’s an idea that applies
to many realms of life. Eighty percent of your success will
result from twenty percent of your efforts. Eighty percent of
your income will come from twenty percent of your prospects.
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The rule holds true when it comes to time management.
That’s why you need to follow the advice Andrew Carnegie
received and make sure you’re doing the main things first. You
want your best time spent on the things that have the potential
to earn you the most return.

How much time per week are
you spending in the most important

Goad time activities? This is where possibilities
managenent become paychecks, and this is where
equfe: 0 good you need to be spending your time and
life management. energies. You can hire other people to do
Especially when just about everything else.
it comes 1o To know which things you need to
business, doing be doing and which things to delegate
the right things to others, do some simple math. Figure
in the right order out how much money you'd like to make
is the path to in salary for a year. Then divide that by
exccellence. the number of business hours in a year.

That gives you an hourly rate. Let’s say

you want to earn $80,000 a year in salary.
When you divide that by 2,000 business hours, you get a rate
of $40 per hour.

What tasks at your center must be done by someone who
should be paid $40 per hour? Not many. For your center,
that’s probably planning your marketing, doing face-to-face
networking with professionals, and the consultations. The
other tasks can be done by employees who make less than $40
per hour. You need to be spending most of your time doing the
things only you can do.

Begin by making a resolution right now. Say, “I resolve
that from now on _ ) and fill in the blank. I resolve that

from now on I will read a book a week, or concentrate on
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consultations, or hire someone to do the things that can be
purchased for less than my hourly rate.

One final note about being a time expert: be on time. “If
you're early, you're on time.. if you're on time, you're late . . . if you're late,
don’t even bother showing up.” — Vince Lombardi

“Lombardi Time” is a principle that comes from Vince
Lombardi, legendary football hall of fame coach of the Green
Bay Packers and the man often credited with the quote above.

Promptness and punctuality are traits that you should hold
in high regard. Do you hate waiting on someone when you’re
on time and the other person is late? Guess what: the other
person will hate it if you’re late. If six people are sitting around
waiting for the seventh to arrive, the cost of that waiting isn’t
just fifteen minutes—but rather ninety minutes’ worth of
salaries. Treat others the way you like to be treated.

Being on time shows respect and honor to others. Although
patience is an honorable character trait, and you will no doubt
get many opportunities to practice it, try not to inflict the need
for it on others. Be on time.

Reinvention

The LearningRx franchise system is on a path of continuous
innovation. That means you will periodically see that certain
processes within your center will need to be changed as we
continue to improve our practices to stay ahead.

When we think about the processes utilized in the centers,
we regularly consider if a new way will help us get the job done
better, for less money, or with fewer errors.

I know it may be difficult to accept changes when we
announce them from the Home Office. If you are not involved
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in the pilot trials, the ideas will be new to you and you will not
have had the chance to play with them, experiment, find the
right balance, and generally live with the new ideas for months,
as we have. But I assure you that every change we implement
will be for the purpose of helping you better run your center.
For you, this means a better bottom line.

At LearningRx we value creativity. We recruit people
with it and develop it in the people we have. The ability to
think creatively is a gift, and we are determined to use it to the
fullest. We welcome you and your staff’s creativity as well to
get approval to pilot new ideas. With our combined creativity
we’ll question the status quo and brainstorm processes to better
maximize potential or solve problems.

Continuing to improve the system is critical to success. So
for the sake of our franchise system and your own center, be
open and embrace change and improvement.

Conclusion

We are always in the process of renewal. Our skin cells and hair
and brain cells are constantly regenerating. Moving to a new
city or beginning a new business can give us the opportunity to
reinvent ourselves, to become who we’ve always wanted to be.

We don’t want change just for the sake of change, of
course. But by testing our assumptions and implementing
new ideas and investigating new concepts, we will discover
that our systems are able to adapt and help you thrive.
In the volatile financial environment in which we find
ourselves, the ability to transform and upgrade is vital.

When it comes to maximizing a LearningRx franchise,
a process is not necessarily #he process forever. Even the best
process can be improved upon. Commit yourself to the path
of excellence, the path on which you are constantly seeking to
implement the system’s best practices.
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MIKE WINCHELL

LearningRx—Fort Collins, Colorado
Franchisee Since: 2008

Mike has been with LearningRx for over fifteen years!
He joined our system after a successful career in tech
when he asked himself, “What if | pretended that | was a
retired millionaire?2 What would | do then?2” He decided
to start a company—with the help of a franchisor—and
spent time comparing LearningRx to a number of other
businesses that interested him. What tipped him in the
direction of LearningRx was a deep resonance with our
mission, vision, and values.

On Choosing a Franchise

In early 2008 | attended a presentation by a franchise
broker, and I liked the idea of starting a business with the
backing of a franchisor—I could be in business, but it
wasn't a startup, and | didn’t have to create everything
from scratch. | got a friend interested in the idea. We
asked a franchise broker to look for franchises that made
a difference and helped people but were not open on
Sunday. He came back with over thirty franchises we
should look at. We pared that down to twenty-four really
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quickly and then ranked the remaining ones with the
intention to visit the top three.

On the Ethics of a Franchisor

LearningRx was #1, and let’s say “Franchise H”
was #2. We visited #2 first as a practice visit for #1.
We were appalled at the lack of ethics at #2 and
crossed them off the list before we even got back home.
LearningRx was a completely different story. After visiting
LearningRx, we forgot all about there being a #3! We
liked the concept. We liked the company. We liked the
Gibsons. | called sixteen franchisees off the Franchise
Disclosure Document list and liked what | heard. | liked
the franchisees whom | met in those calls a lot. It was
clear that they were amazing, caring individuals. At that
time, LearningRx seemed ethical. [ still think so.

LearningRx was exciting enough to jump in with both
feet. It checked all the boxes. We wanted a business that
helped people, and if LearningRx really worked like they
said it did, it was one of the MOST amazing ways to
help people that | had ever heard of. And oh, by the
way, it might just help my family tool LearningRx was
clearly more valuable than just the money we would
earn. The value was in the lives we would change, and
that was immeasurable. We would be helping people
who otherwise had no other hope. And there was value
in a lifetime of cognitive fitness for me, my family, and
friends!
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On the Truth of the LearningRx Value
Proposition

Now that I've been a franchisee for fifteen-plus years,
| can confidently say that LearningRx delivers incredible
value to customers with real cognitive gains and fantastic
real-life gains. The gains are so wonderfully consistent.
When our cognitive training changes a student’s life from
one of failure to one of success, from the bottom of the
class to the top, it is definitely a “pinch me” journey.
It is so much fun to see all that potential emerge over
the course of a program. If not for LearningRx, that
wonderful potential was going to be forever locked up
under the weight of cognitive skill deficiencies and lead
to a lifetime of frustration and misery. Instead, we get to
train them and unlock all that potential and unlock the
joy and happiness within.

One of my customers, a school psychologist, said
that at LearningRx, we improve cognitive skills. But what
we really sell is happiness. That is the joy we all share
at LearningRx. Our marketing standards hold us to a
high level of ethics with real research to back up that
we do what we say we do. LearningRx franchisees are
really special people who really care about the success
and improvements they help their students achieve. | am
grateful that LearningRx chooses franchisees who are
good people.

Great and special people. Great, amazing product.
Great and life-changing results for our clients.
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INTRODUCTION TO
SECTION 2

here’s an old quote—often mistakenly attributed to

Ralph Waldo Emerson—that says, “Sow an act and

you reap a habit; sow a habit and yon reap a character; sow a
character and you reap a destiny.”

Section 2 of this book is about doing the things that will
reap a positive destiny for your LearningRx franchise. Here,
we talk about the strategies and actions that create good habits,
strengthen character, and result in a positive destination. We’ll
look at vision, team building, and serving,.

Your beliefs determine your values. If you believe it’s going
to turn cold next week, suddenly the value you place on fixing
the furnace will go way up. In the same way, your values help
generate your strategies. You want to orchestrate your center so
that the values you hold will be acted out in your business. Your
strategies then determine your behaviors, and your behaviors
have consequences.

The most important consequence of your behaviors is that
you become what you do.

So, turn the page and let’s get to work discovering the
strategies and actions that will turn you and your franchise into
what you’ve dreamed of.



CHAPTER 5
HAVE A VISION

here is power in vision. If one person casts a vision and

many people catch it, everything can be changed. Here

are our LearningRx Mission and Vision Statements:
MISSION

Transforming lives worldwide to learn and perform better,
faster, and easiet.

VISION
To be known as the most loved, most trusted, and most
effective brain training program in the world.

What’s Your Vision?

People will join you in your LearningRx

quest if they believe in your vision. If If one person
they like what youre doing and feel it casts a vision and
brings great benefit, they will partner  #any people catch
with you in it. i, everything can
You joined LearningRx because you be changed.

believed in what it could do, right? You
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desire to come to the aid of people who are struggling. That’s
where you start: with a compelling vision that stirs the passion
within you. Your vision tells people who you are, where you’re
going, and what drives your behavior.

What is your vision? Can you get behind the LearningRx
vision? Does it stir passion for you? Can you articulate it?

Youneed to practice doing so, becauseitisin communicating
the LearningRx vision—to staff, trainers, and customers—
that you bring people on board with you. Not only should you
be able to express our vision at the drop of a hat; you should

post it.
When you are passionate about your
Doing what is 'ViSiOII, your pe.ople will be too. You will
right is worth fur involve them in your own crusade and

thus gain their commitment. Your vision
more than any

profit.

is the thing that takes people from where
they are and gets them to another, better

place they can glimpse because of you.
Vision is a view of a desired future. It gives direction. Vision
clarifies choices and makes decisions casy.

Vision is the heads-up (as if to listen) part of your leadership
for your center. Implementation of that vision is the heads-
down (as if to get to work) part of your leadership.

To implement your vision, you need to set priorities and
goals.

Set Priorities

Priorities determine your direction and measute your progress.
A business that is more about profit than value to the customer
or employee will suffer the consequences of its priorities. But a
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business that prioritizes value to the customer or employee has
things set up right, and the drive for profit is in its proper place.

A STORY FROM KIM

My husband, Wayne, uses an illustration in his sermons from
time to time that demonstrates how to set priorities. It comes
from a simple science experiment made popular by Stephen R.
Covey in his book First Things First.! As a visual aid he uses a
large jar and different-sized stones. He shows that if you start
by placing the large three-inch stones into the jar, followed by
the one-inch stones and then sand to fill in the spaces between
the large stones, you can fill the jar and even add some water.
But if you start with the sand and then add the small stones,
you won’t be able to get in all the large stones. The lesson is
this: concentrate first on the biggest priorities and the lower
priorities will fall into place.

The 80/20 rule says the same thing. You’re a twenty
percenter if the following rules are true to you:

* You understand that of all the things on your list
of thirty-seven things to do, six or seven of them are
more important than all the other items put together.
The eighty percenter acts as though all items are equally
important.

* You are profoundly selective about the information you
read, listen to, and act upon. The eighty percenter will
listen to almost everything.

* You’re an independent thinker. You know that more often
than not, the masses are tragically wrong. The eighty
percenter is the masses. While you’re smiling, the eighty
percenter is complaining—eighty percent of the time.

1 See Stephen R. Covey, A. Roger Merrill, and Rebecca R. Merrill, First Things First, repr. ed. (New York: Free Press,
1996), 88—89.
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You need to be in that top twenty percent. It’s like the story
about two guys being chased by a bear. One says to the other,
“I don’t have to outrun the bear; I just have to outrun you.”

You need to outrun the eighty percent, especially in tough
times—which I know you can do if youre a twenty percenter.

According to the 80/20 rule, twenty percent of businesses
will take advantage of the good times and the bad. Be a twenty
percenter. Carpe diem—seize the day. And in bad times, make
sure the bear seizes someone else.

Set Goals

Successful franchisees are invariably goal-oriented. They have
a clear idea of what they want to accomplish and how they plan
to do it. They have written down their goals and they refer to
them regularly.

Does this sound like you? If it doesn’t, can you form this
habit and make it part of your everyday activities?

I believe you can.

A STORY FROM KEN

In my first year out of college, I listened to a tape series by
Paul J. Meyer, a pioneer of the personal development industry.
Meyer emphasized the importance of setting goals for these
five areas of your life: social, spiritual, physical, mental, and
financial. That year I sat down and came up with one-year and
five-year goals.

In each of those areas, and every year since, I've done so
again.

As my children were growing up, we made it a family
activity. On New Year’s Eve we'd each create these five goals
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for ourselves, and throughout the year we’d hold each other
accountable. It’s amazing how many of our goals we have
realized.

What are your goals? What change would you like to see
in your life in one year in the social realm? What about in the
spiritual? The physical? The mental? The financial? Go ahead
and write down those goals.

Next, write a plan for how you are going to accomplish
each one. Studies have shown that those who write down their
goals accomplish significantly more than those who do not.

How do you achieve your goals? You break them down
into bite-sized tasks.

Which reminds us of a Guinness World Records story.
Can you eat an airplane? It seems impossible, right? But a
Frenchman named Michel Lotito claims to have eaten a Cessna
150 airplane. How? By breaking the plane into small pieces,
eating a little bit at a time. It took him roughly two years, but
he did it.

Small tasks are how you achieve your goals. Goals are how
you implement your priorities. Goals and priorities together are
how you implement your vision.

Conclusion

Vision is critical, but you can’t stop with vision. Vision gets
people going, but it’s abstract and theoretical. It needs to be
brought to earth and made practical. That’s where you enter
the realm of priorities and goals. These are how you translate a
lofty vision into reality.

Your center needs all of the above. It needs the vision you
provide as a leader. It also needs priorities and goals from its
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leader. Everyone needs to be on board with the direction youre
going and the impulse that drives the entire venture. In later
chapters we’ll help you develop specific plans to reach your
vision.

CHAPTER 6
SELECT & MAXIMIZE YOUR STAFF

The singing group, Celtic Woman, has a great song titled
At the Ceili. The song tells of three young women who
go to a big dance hoping to find romance.

Through the course of the song, one of the women finds
herself being pursued by two likely candidates: one handsome
but poor and the other rich but not as thrilling to her heart.
She sings about her dilemma. She has no wish to live a life
of dishwashing and poverty, but neither does a wealthy but
loveless life entice her.

In the end she determines to marry the poor man. Better to
have love than riches, she says. If you have love, then perhaps
riches will come and perhaps they will not, but you’ll always
have the wealth of your intertwined hearts. But to have wealth
without love is no life at all.

Choosing Your Staff

Selecting the employees who will staff your LearningRx center
is a little like this song. You will often have a choice between
different types of candidates.
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On the one hand you will have candidates with an impressive
skill sets or degrees but possibly lousy attitudes. Their résumés
may sparkle, but you get the sense that they’re not exactly eager
to serve you or your center. On the other hand, you’ll have
candidates with perhaps lower skill sets and less experience,
but with a wonderful attitude. They don’t know the first thing
about training or cognitive skills or how to answer the phone,
but they’re eager to learn and serve.

Which should you choose? The first one, with those great
skills, would get you ahead right out of the gate. The other
would be a “project” and wouldn’t necessarily be a positive
contributor for a while.

We would advise you to “marry the poor man.” Go with
the candidate who has the great attitude.

Skills can be taught, but a servant’s heart does not usually
develop over time. No matter how long the runway, a pig
will never learn to fly. Better to go with the person of higher
character than the person with a better résumé, if you ever
need to make that choice.

Although we know you are highly skilled, you can’t do
everything. Your center will require more work than any one
person can do. Since your business hinges on serving customers
and meeting their needs, you'll need help doing that. What you
accomplish depends on the people you gather around you.

It’s important to find people who complement your gifts
and abilities. Having an employee with exactly the same skill
set as yours won’t provide you the talents to fill in the gaps of
where you are weak. Look for someone who can complement
you and bring in the skills needed in your center.

As a good leader, you should always be looking for talented
people to join your organization. Such people multiply your
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effectiveness and help you achieve your goals. Conversely, if you
select your staff pootly, it can have staggering consequences:
lost time, declining performance, missed opportunities, fewer
referrals, and lower morale.

To fill your staff youre going to conduct employment
interviews. You’re going to sit down with a candidate and have
a talk while you determine whether this person would be an
asset for your center.

When you conduct an interview, be on the lookout for a
willingness to serve, a warm personality, a sharp mind, and,
if interviewing for a trainer position, whether you would be
excited to have this person training your own child.

We’ve already touched on the importance of the first
quality, a willingness to serve, but we want to emphasize it
again. Without that, none of the rest will matter, and you’ll
find yourself wishing you hadn’t hired that person.

Toward the end of the interview, if you like what you see in
this potential employee, encourage the candidate to interview
you. What questions does this person have about you, your
style, or what you’re hoping to achieve through the center?

An interview isn’t just about finding good people, after all.
It’s about you and the candidate determining together whether
this would be a beneficial alliance for both parties. You want
your employees to feel they are in a place where they can thrive,
help people, make a difference, and make a decent income. A
satisfied employee is a tremendous asset to your center.

Placing Your Staff

When you hire someone, you probably have a good idea of
where you want to place him or her. You've got a need at the
front desk, or you need trainers or someone to do assessments.
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That’s all as it should be. But when it comes to where you've
placed an employee, don’t let your first decision necessarily be
your final decision. You may find that this person has strengths
that would make him or her even more effective in another role
at your center.

One of the ramifications of our business model is the need
for many part-time trainers with college degrees. This pool has
produced many of our center directors and assistant directors
and almost half of our Home Office staff. Working with your
employees at a center gives you a wonderful opportunity to

see people up close over time and get

to know their capabilities and attitudes.

With every pair Perhaps you have a future administrator
of hands you hire, working for you now.

you get a free It’s always better to fit people into
brain. So use it! their right positions than to leave them

in positions that don’t play to their

strengths. If you don’t put them where
they should be, you may have to come along and fix a mess
later. Plugging the right people into the right spots is a great
way to make your center thrive and your staff morale soar.
Now we come back to the choice in the Celtic Woman
song. If you’ve picked employees with great attitudes and high
character, you’ll be able to find the right spots for them and
they’ll take to your training and instruction well. Working with
moldable employees like that is always better than choosing
inflexible people who might be good at one thing but aren’t
willing to serve, change, or fully engage with your culture,
goals, and vision.
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Engage Your Staff

Your staff can reach their goals (and help you attain yours) only
when they are fully engaged with your vision.

You want buy-in from your staff. You want them to partner
with you in your cause, your work, your mission, and even in
you as a leader. It starts by hiring people with the right attitude
and it continues by putting those people in the right roles. But
don’t forget your employees’ winds. With every pair of hands
you hire, you get a free brain thrown into the bargain. So, use it!

Enabling each member of your team to play a meaningful
role will generate a wonderful climate and an infectious energy.
Those things will, in turn, help the organization fulfill its
shared mission.

Let your staff know that you value them. You do this when
you listen, invest time, and show you care about them. The
best-selling author and speaker on leadership, John Maxwell
says, “You must touch people’s hearts before you ask them for
a hand.””' Let your staff know that you value your relationship
with each one of them.

Value Your Staff

When you see your staff engaged and working hard in the
right roles, you’ll naturally feel inclined to praise them. If those
praises don’t come naturally to you, then you need to cultivate
the ability to appreciate others in demonstrative ways.

You want to set up your staff to win. This means recognizing
each worker’s potential, dignity, and worth. An employee who
does something for you out of mere obedience or following a
rule is operating at the lowest level of relationship with you.
That’s not exactly setting the person up to succeed. But if you

1 John Maxwell, The 21 Irrefutable Laws of Leadership, 25th anniversary ed. (Nashville: HarperCollins Leadership,
2022), 126.
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communicate to your employees that youre all about keeping
their best interests at heart, they will follow you willingly.
You’ll raise your level of relationship and gain the buy-in you
need to succeed. So let your employees know that they and
their success are important to you as well.

A STORY FROM KEN

When I ran my optometric practice, I'd often start my day
with three pennies in my right pocket. Each time I praised
a different staff member, I could move one coin to the other
pocket. My mission was to get them all into my left pocket by
the end of the day.

If you want your staff to buy in to your mission, you
must become a servant to the people you lead. That means
submitting yourself to them and treating them as valuable and
important. That means praising them and setting aside your
own self-importance to humbly serve them. A servant’s heart
can be developed but it takes a conscious choice.

A STORY FROM KIM

Deanis our chief operating officer. He lives this. He is constantly
helping staff members move beds, couches, or a whole house
full of furniture. That example has spread so that if anyone
needs a wall painted, a garage cleaned, or a car repaired, you
will find other staff members there helping.

When you recognize and appreciate the efforts of your
staff, they feel valued. They feel like an important part of your
mission. Psychologically they ally themselves with you more
fully and buy into your center that much more.
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This note received from a staff member illustrates this
point:

Dear Excecutive Team,

I have wanted to write to you for quite some time. Thank you
Jfor blessing me and my children beyond any words. From the day
of my interview, when because of a snowstorm 1 needed to bring ny
children with me—and you offered them lunch, coloring books, toys,
and movies—I1've been amazed at the grace and generosity you have
offered to me.

Now, two years later and after a few more days when my fids
have ended up at work with me for one reason or another, I continue
to experience the value you place on family and am so grateful for the
safe and non-judgmental environment you provide to us.

I Jove working at LearningRx becanse of it and it makes me
want to help ont even more wherever needed. 1 conld not imagine a
better family work environment to help balance my life and raise my
kids! Thank you, thank_you, and thank_you.

Share Your Values, Vision, and Maybe even
Your Books

Talk to your employees about the values you hold personally
and for LearningRx. Letting them in on your perspective
creates bonding and fills the center with a feeling of meaningful
common purpose.

Especially emphasize that the team is there for the primary
purpose of maximizing the abilities of the students. When their
cognitive abilities are maximized, their lives will be enriched.
That’s a motivating goal for your team. Keeping that before
their eyes will make it easy for them to commit and to give
their best.
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Conclusion

Your business will succeed only to the degree that your staff
succeeds. Every leader needs competent followers whose
morale is high and who are engaged in the leader’s vision.

You gather this kind of staff around you by becoming
a servant leader who aspires to greatness only in the sense
of being great in serving. You do it by looking for the right
things in your candidates during the interview process. You
gain this kind of staff by placing your employees in positions
that maximize their strengths. You create this kind of staff by
engaging them in your vision, praising them, and valuing their
relationships and results.

The Celtic Woman song talked about choosing a poor man
for love over a rich man for comfort. Select your staff well—
develop them and serve them—and you may end up with the
best of both worlds.

CHAPTER 7
SERVE OTHERS

here’s a scene in the movie We Were Soldiers that will

stick with a person. In it, American soldiers are training

before being deployed to fight in Vietnam. One of the
would-be leaders among the men chews out his troops and
leads them in valiant, gung-ho charges, seeking glory. Another
of the leaders kneels on the ground before his guys and helps
one with a boot that’s hurting his foot. Our hero looks at this
second man and proclaims him a true leader, one whom men
would follow into anything.

There’s something incredible about servant leaders. It
almost goes against logic to think that someone willing to stoop
to serve those under him would be a more effective leader than
someone shouting for obedience, and yet we’ve seen it true in
our lives. When those in authority genuinely care about us, we
find it easy to be loyal to them. We respect those leaders who
have respected us.

For you to succeed as a LearningRx franchisee, you will need
to become a servant leader, too. You will need to be the leader
who helps those under you who are experiencing difficulty—
ot they won’t follow you anywhere, least of all to success. and
you won’t get there, either.
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What Is Servant Leadership?

Before you can do it, you must understand it. The key to
becoming a leader who is followed is to understand what
servant leadership is. In our definition, service is investing in the
development and well-being of others for the common good.

Perhaps you can see the usefulness of this definition right
away. Whom do you serve as a LearningRx franchisee? You
serve the people of your community—

the students going through the program

Your influence is and their families—and you serve

determined by the your employees. You also serve the
degree 1o which LearningRx system, but our focus here
you place other will be on how you serve those under
people’s interests you.

before your own. So, how do you invest in these

groups? Let’s take them one at a time.

Serving Your Customers

Keep in mind that your LearningRx franchise business is
not about simply selling. It’s not about getting people to buy
programs so you can pay the bills and make a profit. Your
business is about meeting the needs of your customers. It’s
about serving them.

If that’s true, then everything you do should be pointed
to that goal. Every decision you make needs to go back to the
question, “Will this better serve my customer?” If the answer
is no, you might want to reconsider it.

What does the perfect LearningRx center look like? When
you let your mind dare to envision the ultimate LearningRx
experience, both for your students and for their families, what
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do you imagine? What does it feel like? See the entry area, the
front desk, the lighting, the consultation room, and the brain lab.

Can you see the training stations? The messaging on
the walls? The bathrooms? How is a customer family taken
through the process—in the best of all scenarios?

Let that perfect vision be your goal. Hire staff with that
goal in mind. Make it easy for customers to do business with
you. Establish a warm welcome every time a student or family
enters the center. Have multiple payment plans. Imagine the
ultimate consultation scene playing out before you, then take
steps to make that vision a reality.

Make doing business with you a warm and pleasant
experience for your customer. Train your staff to be attentive,
friendly, and knowledgeable so your customers feel they’re
receiving good value for their money. Offer free coffee, tea,
snacks, kind greetings, and clean restrooms. Make customers
feel happy to come back—and to refer others.

Some people hear what we are suggesting and think, How
can I possibly afford to do this? Much of what we are talking about
can seem like frivolous extras, things you can maybe add in a
year or two after you see how well this center is going to do.
But our question to you is, How can you afford not to do this? How
do you think you’re going to make it a year or two if you haven’t
served your customer from day one by making it a pleasant
experience?

One caveat here: The customer isn’t always right. Now,
in the sense that you always give honor and respect to your
customers, the adage is true. But in actual practice, it’s not.

Sometimes your customer may ask for something you’re
not inclined to give. Maybe a customer thinks you should have
Starbucks coffee in your reception room or that you should
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offer professional psychological counseling as part of your
program. Maybe a customer thinks you should move your
offices or stay open on Sundays—or do any of a hundred other
things that are outside your vision or values.

Sometimes you have to ignore what your customers want.
You can’t please everyone. You need to look after the needs
of your customer, certainly, but only within the limits of your
vision.

Still, the idea that you are serving your customer should
always remain in your mind. Your thoughts and actions
should always be focused on how you can better invest in their
development and well-being for the common good.

Serving Your Staff

As a LearningRx franchisee, your primary area of leadership
is not actually the customer. It’s your employees. The servant’s
work you do for your staff directly impacts how your customers
are treated, so by extension you are serving both groups when
you serve your employees. But you’ll be spending many more
hours with those you hire than with customers who walk in
the door.

How do you serve your staff? The same way you serve your
customers: by imagining the ideal workplace environment and
striving to bring it about. By working to help the soldier with
the painful boot, figuratively speaking. By respecting your
people.

Your employees will look after customers the same way you
look after them. By caring for your staff, you will model the
kind of care you want them to extend to customers.
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We don’t like imposing a lot of rules on the Home Office
staff. We think rules are mainly created to keep staff members
“in line.” Indeed, most rules were created because one time
someone did something unwise, and now there has to be a
rule in place because of that person’s failing. In our opinion, it
would be better to remove the person than add a rule. More on
that idea shortly.

Having said that, though, there are two guidelines we
recommend for every LearningRx center: the circle and the
no-nattering rule

Guideline 1: The Circle

See the diagram below. The circle is divided into three equal
parts, like a peace symbol. The slices of the pie are labeled with
the words: Agreement, Caring, and Communication.

These three pieces are vital components of serving your
staff. Agreement means each staff person is working together
toward LearningRx’s vision, mission, and goals. Caring refers
to each staff person’s compassion toward fellow staff members.
Communication refers to the open line of discussion with other
employees.
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All three pieces must be working together for your center’s
staff to operate as it should. Each piece must be cherished and
nurtured, because if we aren’t in agreement with what our roles
are and how we operate, we soon stop communicating with
each other, and then we’ll stop caring. Or if we stop caring
about each other, we’ll stop communicating, and very quickly
we’ll get out of agreement. If we stop communicating, both
caring and agreement will suffer.

Working together at LearningRx ought to be fun. Life
is too short to have a job you don’t enjoy. You serve your
employees by making the circle complete, by making sure all
pieces of it are functioning as they should.

Periodically stop for ten minutes to deliberately think about
how these three elements are working—or not working—in
your center. What could you do to strengthen the piece that
may be slipping? Keep the pieces working and the whole wheel
will roll along smoothly.

Guideline 2: No Nattering

One thing that will get in the way of a successful LearningRx
franchise is nattering which is “negative chattering.”

Harmful gossip.

Nattering will lead to a quick demise of morale and cus-
tomer service. Sometimes serving your staff means removing
someone from the staff. If you have someone who cannot be
consistently positive, he or she has to go for the sake of the
team. This is never fun.

We once had to deal with this in the case of a close relative
who worked for us. His work performance was exceptional
but his constant complaints just seemed to poison the team
environment. After numerous one-on-one sessions with him
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in which we tried to correct the situation, we finally had to
end the work relationship. (It’s almost impossible to correct
a consistently negative person, but we did try,) It was not an
enjoyable experience. However, soon after his departure, the
workday and the workplace became enjoyable again, and in the
next six months, we had our greatest period of growth.

If you find yourself with a natterer, you may need to let that
person go if he or she can’t eliminate the negative talk.

Incidentally, be sure you don’t natter, either. You and your
staff need to talk directly to, rather than about people. Nothing
kills employees’ enjoyment of their job like a negative boss.
As we said before, we don’t like a lot of rules. However, the
circle and the no-nattering guidelines will help you serve your
employees and make your LearningRx center a joyful place.

More Tools for Serving Your Staff

Our definition of service is investing in the development and
well-being of others for the common good. The ideas above
for serving your customer and serving your staff will set you
on the path to investing in the well-being of those around you.

The following additional ideas will help you serve your
staff even better:

¢ In disagreements or areas of perceived conflict, seek first
to understand your employees’ achievements. Only then
should you seck to be understood. Your staff must feel
listened to. That’s a big part of how you respect them.

¢ Celebrate your employees. Value their potential.

* Make your decisions openly and, when possible, in
consultation with your staff.
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* Hand out personal evaluations—of you! Let your em-
ployees help you see your blind spots. Use these evalua-
tions as a means to improve the overall performance of
your centet.

It sounds counterintuitive, but when you place others’
importance above your own, you are almost always the one to
reap the rewards. That’s not your motive, of course; it’s simply
how things tend to work out.

If you want to become great, you must humble yourself and
serve. LearningRx continues to be an organization known for
its servant spirit, and that should be important to you.

Conclusion

As a franchisee you must be involved in what each of your
team members is doing and becoming. You must learn to serve
your employees in the ways suggested in this chapter. You must
become attuned to how the work environment you're creating
is contributing to that process.

Also pay attention to how your customer is experiencing the
workplace environment you've created. Serving your customer
and your staff will result in you successfully investing in the
development and well-being of others for the common good.
An effective LearningRx franchisee is a server.

When you serve your customers and staff, they will follow
you. They will follow you into success and a positive center
culture.
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HEATHER KOENIG
LearningRx—Indianapolis Northeast, Indiana
Franchisee Since: 2014

With LearningRx Since: 2008

Amazing At: Caring for her clients and staff

Heather runs a LearningRx and is a parent of a
LearningRx graduate. She purchased her center after
her daughter experienced amazing results in her one-
on-one brain training program. Heather is a caring,
servant-hearted woman who runs her business with an
eye for building strong relationships with both her clients
and her staff.

On the Importance of Serving

At my LearningRx center, | have an unofficial mission
statement: “It is my job to make clients smarter, but it is
my passion to show them that they are precious.” Each
person who walks through my door is a person whom
God has created and loves. With a customer-facing
business, service to your clients and staff is paramount,
and understanding that there is more to serving these
two sets of “customers” is key. | am not only here to help
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students. | am here to help the families of the students,
as well as my staff. | love to foster these relationships
because | truly care about the hearts of these people. It
is a big responsibility to have God bring so many people
into my life, and | want to be a good steward of that
opportunity.

Serving others is more than a simple act that meets a
need. In fact, the act of service is secondary to something
even deeper. Service starts in the heart. Having a genuine
love for those who come across your path, taking the
time to know those people learn about their lives, and
caring enough about their lives to follow up with them
are all at the root of service to others. Once your heart
is engaged in loving others, providing for needs in acts
of service, whether emotional or physical, just follows
naturally. For a business owner, genuinely serving will be
one of the keys fo success.

On Caring for “Customers”

Another key factor in customer service is understand-
ing who your “customers” are and then understanding
how to care for and love each group of customers. |
use the term “customer” to mean anyone who comes
across my path that | invest any time in. Therefore, not
only are actual customers on the list, but my staff—and
even marketing salesmen whom | may meet with during
the week—are considered my customers. It is important
to me to invest time in these individuals. | learn about
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their lives, pray with them, hope with them, encourage
them, and love them. | take the time to go to the funeral
of a customer’s family member and send a card. Take
the time to bring snacks to the hospital where a staff
member sits with her sick husband and visit for a while.
| go to the school play where a student is performing
and bring flowers to give the student at the end of the
performance.

Circling back to the “root of service,” doing these
acts of service comes naturally when you take the time
to invest in all the different groups of customers in your
business. For me, though | feel that the service mentality
is probably a good way to build a business, | dont serve
others with this motive in mind. | believe that my care for
my clients and their families changes the community and
eternally impacts those who walk into my center, whether
they become a student or not. | love that | am impacting
the world one brain at a time!

Heather’s Top Franchisee Tips
* Don't be afraid to try things at least once.
* Be OK with failure. This is how you learn!

* Never say it’s impossible. There are ways around
every problem!

* Genuinely care for your people including cus-
tomers, staff, and all others who enter your life.
Learn your craft and educate your staff. You may not
start out the expert in your field, but you should quickly
become one.
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* Don't forget who helps you have success, and always
be grateful to those people, especially your staff,
without whom you would not be able to have your
business.

* Make sure you take time to recharge yourself. Block
time off the calendar for you, and use that time fo take
care of you.

SECTION 3
PROFITABILITY




INTRODUCTION TO
SECTION 3

STORY FROM KEN
In the mid-1980s, I opened six eye-care centers in six
months.

I was a real entrepreneur. But something wasn’t right.
Between my six practices, a practice-management software
business, and trading stock options, I was over my head in
demands and chaos. My finances were out of control, and I
had no idea what was going wrong,.

I was so desperate for help that when I received a cold call
one day from someone offering to sell me a $12,000 program
to learn how to control my business, I bought it.

But it saved my business. If it hadn’t been for the pain and
confusion I was in, I never would’ve reached out for the help
I needed. That program started me on the path that taught me
how to manage my business by objectives. and in this section we
are going to teach you many of those lessons—for significantly

less than $12,000.

Managing by Checkbook

Most small businesses manage their finances the way families
do: by using the checkbook balance. If there’s money in the
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bank, they make expenditures. If there isn’t money in the bank,
they don’t.

Managing by checkbook is the reason 43 percent of
Americans sixty and older have less than $100,000 saved
toward retirement.! It’s why fewer than two percent of my 250
management clients in the early 1990s knew what percentage
of their income was going to staff salaries.

Hardly any small businesses ever review their finances on a
profit and loss statement—except at tax time—and even fewer
study their balance sheet.

Listen, your checking account balance won't tell you what’s
going on with the finances in your business.

If you have a low balance in your checking account, what
does it mean?

* It could mean you don’t have enough customers.

¢ It could mean your expenses are too high.

¢ It could mean you’re not collecting enough of what’s
owed you.

e It could mean your prices are too low or you are
discounting when you shouldn’t be (or, in LearningRx
terminology, that your average case size is too small).

¢ It could mean someone is embezzling from you.

* Or, it could mean you’ve got too many boats!

The point is that you simply can’t know, not by just looking
at what you have in your bank account. Your checking account
might tell you that you have a problem—but not what’s causing it.

1 American Advisors Group survey, “COVID Survey,” AAG COVID-Market Survey Series, April 2020,
www.aag.com/covid-survey.
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Keys to Profitability

You need to learn, as we did, how to manage not by the balance
in your checking account but by objectives.

You may know how to market, how to sell, how to balance
your checkbook, how to provide your services well, and more,
but none of that means you know how to manage your business
for a profit.

We’ve learned some terrific principles for business prof-
itability. In the following chapters, we’ll give you fifteen keys
that will help you walk with clarity in areas of finances where
so many others stumble in the dark.



CHAPTER 8

PROFITABILITY KEYS 1-4:
MANAGE YOUR CENTER’S KEY AREAS
WITH OBJECTIVES AND STATS

here’s a story about how IBM outsourced some

of its manufacturing to a Japanese factory. In the

specifications, the American company stipulated that
they would accept three defective parts per ten thousand.

When the first shipment arrived, it came with a letter
from the Japanese company: “We sometimes have a hard time
understanding American business practices. However, in the
ten thousand units of your shipment, please find the three
defective ones packaged separately. We had them specially
manufactured to meet your order.”

Sometimes it’s not easy to know if youre meeting with
the kind of success youre wanting. Misunderstandings,
unclear directives, and a failure to communicate can leave you
wondering if youre getting closer to your destination.

In our years of business, we have discovered several keys to
success. They will help you know where youre headed, how to
get there, and, perhaps most important, how to know if you’re
making progress. In this chapter we will talk about the first
four of these keys.

1 As told by David Hutchins, the British Quality Guru
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The first one is to define your center’s key operating
functions. The second is to create objectives for each of these
functions. The third key is to determine how to measure your
success in achieving those objectives. The fourth key is to be
sure each activity is specifically assigned to someone.

Let’s talk about each one in turn.

Key #1: |dentify Your Main Functions

Your center is unique in many ways. You bring your own
style and personality to it, and it is tempered by your location,
clientele, and even the building in which it operates.

However, there are many aspects of operating your center
that you have in common with every other center and most
other small businesses. These are your core operating functions.

There are seven core areas of operating function:
executive, financial, operations, marketing, sales, service
(or product), and quality control.

* The executive function of your center is the leadership
part: the planning, the strategy, and the managerial
concerns.

* The financial function involves the inflow and outflow
of money. This is where you collect money, pay bills, and
crunch the numbers.

* The operations function refers to your facilities and
staff. It’s where you make sure you have what you need
to provide the LearningRx products/services.

e The marketing purpose is to make your center more
widely known among potential customers.

¢ The sales function is the part of your business in which
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you persuade people to purchase the services you provide.
¢ The products function refers to the services you offer. It’s
the thing of value you provide in exchange for payment.
* The quality control function is where you evaluate all of
the above so you can get a good handle on how well your
business is doing and how positively or negatively your
clients perceive your services.

Unlike those American businessmen, your definition
of success is not supplying three defective units for every
ten thousand. You define success in your center by making
demonstrable progress in each of these areas. The first step
toward achieving success with your franchise is identifying
what belongs in each of these categories.

The next step is creating a growth plan for each one.

Key #2: Create Objectives for Each Key Area

If your business is defined by the key areas we just discussed,
then it follows that success in your business is achieved by
seeing success in each of those areas.

The next key is to come up with objectives for each of these
crucial areas. What do you want to achieve in these spheres?
Here are examples of possible objectives:

* Executive: To create an expanding, productive, and

viable organization

¢ Financial: To collect all fees, pay all bills, increase cash

flow, and reduce debt

* Operations: To have an inviting facility and enthusiastic,

productive, and efficient staff

e Marketing: To expand the number of prospective

students
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e Sales: To increase the number of students committed to
and excited about starting their training

* Products:To significantly improve students’ cognitive
skills and reading skills

* Quality Control: To provide high quality care and
perceived value

What are your objectives going to be? What do you want
your marketing to look like? What about your facilities and
staff? Accounts receivable? Take time to modify our suggested
objectives to come up with objectives that are right for you.

We have found that when we don’t know how we are doing
in any one key area, that is the area in which we are likely
failing. You need to watch all of these parts of your business.
You need to determine objectives and then set goals for each
area so you’ll know how well you are doing.

And you do that best by making these objectives weasurable.

Key #3: Determine How to Measure Success in
Your Plan

How will you know if youre making progress in those
crucial areas? You need to determine how you’re going to
measure how successful you are at meeting those objectives.

You do this by defining the relevant statistics and measuring them
mmonthly.

Here’s an example of possible statistics for the key areas of
a LearningRx center targeting $600,000 a year in revenue:
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Executive

How will we determine if we are creating an expanding,
productive, and viable organization? Consider these three stats:
gross revenues, net profit, and the profit percentage.

Gross revenues compared to the previous period tell us if
we are growing and expanding. But they don’t tell us if we’re
profitable or viable.

Net profit is the difference between our revenues and
expenses. It tells us if we made or lost money. But it doesn’t tell
us how well we ran our business.

What you need to look at is profit percentage. This is a measure
of how much of your revenue ended up as profit (profit divided
by revenues). When compared to industry standards and the
amount invested in your business, it will give you an indication
of how well you are running your company.

For our sample center, here are the budgeted goals for the
above statistics. (We may shorten “thousand” to “K” in some
of these charts. For example, $10,000 may be $10K.)

* Revenues $600,000 ($50,000/month)
* Net profit $120,000 ($10,000/month)
* Profit percentage  20% (profit/revenue) $120K/$600K

Note that your profit percentage goal will likely be lower
in your first few years of business. This is due to the fact that
you’ll probably invest greater sums into marketing at the start,
youll have lower revenues at the beginning, and your fixed
expenses will be a higher percentage of revenue.
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Finances

How will you measure how well you are doing at collecting
fees, paying bills, increasing cash flow, and reducing debt?

We would like to see you set your financial goals so that
you collect a// outstanding charges (no accounts receivable), pay
all your bills when due (no accounts payable), reduce what you
owe, and increase your savings.

Here’s a principle to master: make sure your income is
greater than your expenses. Make more than you spend. Spend
less than you make.

Let’s look at some sample numbers.

Accounts payable refers to bills you haven’t yet paid. You want
this number to be zero at the end of every month.

Accounts receivable refers to charges that were made but not
collected for current deposit. These could include written
agreements for credit card billings, automatic withdrawals,
postdated checks to be deposited, or just the promise to pay in
the next few months.

Non-controlled receivables would be charges for which you
don’t have the payments in hand. With these, you need to hope
your customers keep their promise and send you the payments.
This is not a good situation to be in. You want this number to
be zero. You don’t want to hope; you want those payments in
your control.

&
)

* Accounts payable (bills unpaid)
* Accounts receivable $100,000

* Non-controlled receivables

&
)
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Our advice would be to collect all payments within the
time period of the program.

Operations

To plan and oversee your operations, there are numerous
measurements you could use. Here are some to consider:
Productivity per full-time staff, percent of staff objectives
being met, ratio of income-producing staff to administrative
staff, and revenue per square foot. Over time you may change
what you measure as you find what best defines the pulse of
your business.

Some sample numbers:

* Productivity/staff hour $60/hour
* % of objectives met 80%

* Production hours: Administration houts 2:1

* Revenue/squate feet $400/ft>

When you’re just starting out, don’t use the measurements
mentioned above. Instead, start by creating a budget that
estimates your expense categories by percentage and then each
month compare the actual costs to the budget and see where
they are different. Then ask why they’re different.
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As you can see in this chart with 20 percent as profit (see
chapter 12), for our example we’ll divide the remaining 80
percent as follows:

* Royalties 8% ($48,000/year)

* Marketing 10% ($60,000/year)
* Facilities (rent, utilities, etc.) 7% ($42,000/year)

* Trainets 20% ($120,000/year)
* Administrative staff 20% ($120,000/year)
* Everything else 15% ($108,000/year)
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In chapter 9, we’ll look at some of these categories more
closely when we discuss the dangers of not propetly managing
expenses.

Marketing

Here’s where we take that $60,000 in our budget and think
about how to use it to make our center better known among
potential customers.

This is the one key area where measurements can make or
break you. If you are clueless about which marketing efforts are
working and which are not, you could be throwing big dollars
away. If you don’t have a thought-out plan, you’re susceptible
to every sponsorship, grocery cart, billboard, athletic team,
and event sales pitch. You need good information to make
smart choices. You need information like cost-per-prospect by
marketing type, which marketing efforts are most effective,
and which ones reach your ideal prospect the best.

With the revenue goals we’ve set and some additional
information from past years, we can arrive at our marketing
objectives. For example, to generate new revenue of $600,000
this year, with an estimated average case size of $8,000, we’ll
need seventy-five or more new students this year. If we average
six to seven new students out of every twenty-five prospects,
we’ll need 300 prospects this year, or twelve per month. Our
budgeted marketing investment is $60,000, which allows us
to invest up to $200 to create each prospect ($60,000/300).
You can see how these numbers need to be congruent to make

sense.
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* Matketing budget $60,000 ($5,000/month)
* Number of prospects 300 (25/month)
* Cost per prospect $200

Sales

You should have goals and stats for your sales function, too.
To reach your annual revenue goal, you’ll need to know the
number of new students needed each month and the average
case size.

The case size refers to the amount customers pay for the
LearningRx program they choose. In our example of a center
with a $600,000 annual revenue goal, if the average case size is
$8,000, you’ll need to convert more than seventy-five prospects
to students in one year—that’s six to seven a month.

We can measure our sales effectiveness by calculating
different conversion ratios. We can look at the percentage
of prospects that become assessments and the percentage of
assessments that become students. For an overall conversion
rate, we can examine the percentage of prospects that become
students. Here are those ratios with needed goals for our

example:
* Number of students 75+ (6-7 per month)
* Average case size $8,000
* Prospects to assessments 70%
e Assessments to consultations 95%
e Assessments to students 50%
* Prospects to students 25%
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Products

Your monthly budget for the products category refers to the
cognitive training services your trainers deliver to your students.
If the average fee per student is $8,000 and the average length
of training is six months, then the average fee per student per
month is roughly $1,300. A quick way of determining how
you are doing each month is to multiply the number of active
students by $1,300. To average $50,000 per month, you will
need close to forty active students.

* Number of active students 40
e Average percentile gain in core skills 20
* Average percentile gain in word attack skills 18
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To determine the effectiveness of your training, evaluate
your pre- and post-test findings. You should see average
percentile gains of weak skills around twenty.

Quality Control

In the LearningRx environment, your center gets multiple
sources of feedback about the quality of your services. This
happens first after the consultation, and then through the
survey that customers take after their program review.

One of the key items on that survey is the question in
which customers are asked to rank from O to 10 how likely
they are to refer their friends to LearningRx. Read chapter 11
for a complete discussion of this very important measurement,
called the Net Promoter Score (NPS).

Now You Know

Now you don’t have to guess how well you’re doing. With these
stats and measurements, you can see what you are or are not
achieving—and can now make good decisions on what needs
your attention.

Here’s an example for the key area of operations:

* Average Online Review Score: 0 to 5 Stars 4.6 out of 5
* Average NPS 70 (see chapter 11)
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Key #4: Make Sure Every Function is
Assigned to Someone

The fourth key to the success of your center is to be sure
someone is personally responsible for progress in each of
your core functions. Who is in charge of the marketing plan
at your center? What about staff training? The facility itself?
Networking?

An activity that doesn’t have someone accountable for
seeing that it happens is an activity that will not get done.

Create a key area board that you place in an employees-
only spot in your center. Place the names or initials of your
responsible parties on your key area board. Arrange it so that
at the top is the name of the person who has responsibility for
all the names and activities under it, and a name under the top
one has responsibility for those activities and people under it,
and so forth. A graphical display like this will show everyone
the chain and flow of responsibility in your center.

OPERATIONS (pg)

Office Administration
Admin Staff
Staff Records
Students (jo)
Forms

Personnel (kb)
Hiring (kb/pg)
Training
Records
Evaluation

Facilities (jc)
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Viewing the above chart, you can see that pg has overall
responsibility for operations and all activities under it, unless
assigned to someone else. The person whose initials are jc has
responsibility for students and facilities. JC reports to pg. KB
has responsibility for all functions under personnel except
hiring, which is shared with pg.

Conclusion

Our Japanese friends must have been mightily confused about
why Americans would want defective products in their order,
but they went ahead and complied. If they could have done it
their normal way, there would have been gero defects in what
they provided.

You may not be able to provide flawless service to every
one of your LearningRx customers, but it’s a good goal to have!
Your goals will determine where you are headed, and a regular
analysis of those goals will show you if you’re making progress
toward them. Finally, having someone assigned to each goal
will help you be sure good things are happening even when
you’re not the one personally doing them.

There are many more keys to success at a LearningRx
franchise. We’ll be discussing others in the chapters that follow.
But you won’t get anywhere with those other keys if you don’t
have these first four in place.

Know what the components of your business are and how
well you’re succeeding in each one.

CHAPTER 9

PROFITABILITY KEYS 5-9:
BOTTOM-LINE MARKETING AND SALES
PRINCIPLES THAT WORK

in your LearningRx center. In this chapter we’ll look at five

In chapter 8, we looked at the first four keys to profitability

keys that relate to marketing and sales.

Here are the keys we’ll talk about in this chapter, eachin turn:
* Seek a direct response from every marketing dollar.

¢ Control the cost of creating prospects.

* Build referral networks.

* Convert phone calls to assessments.

* Be an advocate for your prospect.

Key #5: Seek a Direct Response from Every
Marketing Dollar You Spend

Every new business owner mustunderstand that marketing
is not an expense; it is an investment. It is part of the initial
outlay you must make, every bit as integral to your business
launch as buying or renting the building, the equipment, and
the franchise itself. As youre figuring your start-up expenses,
you absolutely must have marketing on the budget sheet right
alongside office equipment and your business license.
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When you are a new business, people don’t know about you.
This is even truer when it’s not only the business that is new
but the service itself, as is so often the case when a LearningRx
center opens in a new city. People don’t know you or even why
they should know you. They haven’t yet discovered how much
they need you.

How will they find out how much they need you? Through
marketing, of course.

Marketing is simply the act of letting people know you’re
there and you’re offering a product or service that will help them
solve problems they’re aware of. You're a solution-provider, and
when they know you’re there, they’ll seek you out.

But it won’t happen without marketing. This means that
your marketing costs, especially at the outset, will be much
higher for you—up to twice as high—than if you were a known
business with a known product. The following chart shows the
marketing cost-per-prospect relationship (assuming that for a
known name and product the cost-per-prospect is $100).

Cost-Per-Prospect Comparison

$100 $125

Known Product Known Product
Known Business Name Unknown Business Name

$150 $200

Unknown Product Unknown Product
Known Business Name Unknown Business Name

Are you budgeting your marketing dollars accordingly?
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Direct Response Marketing versus Branding

You may have heard the term branding as it relates to the public’s
recognition of a company or product. Branding seeks to create
awareness of a product in enough minds so that your potential
prospects eventually will call you. Branding requires deep
pockets, and it may take years for an awareness campaign to
show results. You don’t have the time or money to wait to see
if your branding works.

Direct response marketing, on the other hand, asks your
potential prospects to respond directly back to you. Usually
this means asking the prospect to call, visit a website, or email
your centet.

“Visit the friendly City Bank on the corner of Maple and
Fifth,” is an attempt at branding. But “Visit the friendly City
Bank on the corner of Maple and Fifth and open a savings
account this week, and we’ll add $25 to your account” is a direct
response approach because it is asking for an action—a direct
response. The first is promoting an image, but the second is
asking the listener to become a customer within a week.

Direct response marketing will get you the largest return on
investment (ROI) because you are actually building your brand
while you’re making sales. Furthermore, the sales component
creates accountability in direct response marketing that allows
you to see which advertising placement is most effective.

When you’re using direct response marketing youre not
interested in how many people remember your ad or feel more
inclined to buy. You want a response. Awareness is a by-product.

There is, of course, nothing saying that you can’t work
a little branding into your direct response, and indeed you
should. Good branding generates trustin your business. A good
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tagline, graphic design, and logo also can make it instantly clear
what your business does, allowing users to go directly to your
message without having to decide if you’re worth listening to.

Bottom line: Spend your marketing dollars on direct
response methods. You’ll know how well it is working, you’ll
get customers quicker, and it should more than cover its cost.
And at the same time it will help build your brand.

A couple of years after our first center opened in Colorado
Springs, one of our employees told us that she rarely met
someone with school-aged children who hadn’t heard of
LearningRx.

This should be one of the goals in your community.

The Role of Marketing in the Quest to Break
Even and Then Prosper

Almost every business begins in a negative cash-flow situation.
It has taken your initial investment to be ready for opening day,
and so far there has been no money flowing in to offset those
costs.

The hope is that when your center opens, people will begin
coming in and signing up for LearningRx programs, and your
journey toward break-even can begin. Beyond that goal you
can even glimpse what it might be like to be in the black.

But you can’t just open your doors and hope people will
flock in. They have to know about you and want what youre
offering. Thus the need for marketing.

Marketing is the steam engine that will pull your center to
the peak called Mount Break-Even and beyond. You can’t cut
marketing or youll never get to your desired destination.
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We can’t emphasize this enough. Until you get to your
break-even point, you have to keep growing your revenues.
Which means you have to keep shoveling coal into that
marketing engine. You have to keep spending for marketing—
and not just at a level that will maintain your current revenues,
but at a level that will grow them.

This means you will continue to operate at a loss—not
a profit—until your marketing efforts have grown enough
revenues.

Let’s say your new center makes $20,000 in monthly
revenue. Also, let’s say your variable expense is 40 percent of
that total—$8,000. (Variable costs include expenses tied to
the number of students and revenue, like trainer pay, student
materials cost, and royalty.) If your fixed expenses are $12,000
and marketing expenses are $4,000, you are losing $4,000 per
month. (Fixed expenses are costs you have even if you don’t
have students, like: rent, administrative staff, and insurance.)

Here are those numbers again:

Income + $20,000
Variable Expenses —$8,000
Fixed Expenses —$12,000
Marketing —$4,000
Profit/Loss - $4,000
$20,000 — ($8K + $12K + $4K)

Nobody would want to be in this situation. If you find
yourself there and you are already down to minimal staff and
can’t change your rent and other fixed expenses, the tendency
will be to reduce marketing to stop more losses. Big mistake.
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If you do that, your losses will increase! Less marketing
will produce less revenue, which means less money to pay fixed
expenses and therefore bigger losses.

Here’s what is likely to happen if you cut marketing in
half to try to save money—a greater loss.

Before After Reducing Marketing

Revenues + $20,000 + $10,000

Variable Expenses 40%) —$8,000  —$4,000

Fixed Expenses —$12,000 —$12,000

Marketing —$4,000  —$2,000

Profit/Loss —$4,000 —$8,000 (a greater loss)

What you need to do is spend #ore on marketing to make
more revenues to pay for all your expenses to earn a profit. In
our example, if your marketing expense was $4,000 and you
increase it to $9,000, and that $5,000 increase produced $25,000
extra revenue, your profit statement would look like this:

Before After
Revenues + $20,000 + $45,000
Variable Expenses (40%) —$8,000  —§$18,000
Fixed Expenses —$12,000 —$14,000
Marketing —$4,000 —$9,000
Profit/Loss - $4,000 + $4,000

Here’s the point: your marketing drives your revenue.

In studies of our centers over the years, the top third of our
centers had revenues twice as high as those in the bottom third.
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The marketing cost to get a prospect was equal in both groups.
That is, the bottom third could have had the same revenue as
the top third if they had spent the same amount in marketing.

But they didn’t—they spent only half on marketing and
therefore got only half the revenue.

When Marketing Is Not Cost-Effective

Not all marketing is created equal. If you choose marketing
efforts that cause every marketing dollar to garner you two
dollars in new revenue, you’ll actually be falling deeper into
the red.

For example, if you were to spend an additional $10,000
this month on marketing and it garnered you only an additional
$20,000 in revenues, you would end up with an even larger loss
than if you had not spent that money.

You need to be shooting for a much higher revenue gain
per marketing dollar spent. If you spent that same $10,000 on
marketing efforts that garnered you $80,000 in new revenue,
youd be doing well. Aim for marketing strategies that will
generate at least $5 of revenue for every §1 of marketing money
spent.

This number is often referred to as your marketing ROI: the
revenues earned for each marketing dollar spent.

Finding the ROI Break-Even Point

There’s a range of effectiveness in your marketing efforts. Fail
to spend enough and your business will suffer, but increase
your spending on ineffective marketing strategies and your
business will likewise suffer.
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How do you determine the minimal amount you need to
spend and the minimal ROI your marketing needs to achieve?

We’ve developed two formulas to help you determine this.
The first helps you find the minimal marketing ROI you’ll need
to break even. The second helps you determine the minimal
amount you’ll need to invest in marketing to hit that break-
even point. They will require a little algebra, but we’ll walk you
through it.

In the following we’ll use some letters to stand for things.
M stands for your minimum marketing investment. I stands
for a non-marketing fixed expense. V is what percentage of
revenue is your variable expense. X is your ROL

First, we’ll look at how to find the minimum ROI you’ll
need to break even. You want to arrive at a situation in which X
(ROI) is at least 5, though if you can get it to 10, you’ll be doing
great. Here’s the formula: X = (F+ M) / (1 -V) M

If you were to read this in regular English youd get
something like this: Your X (ROI) is what you get when you
add your fixed expenses to your marketing investment and then
divide those things by your marketing investment times what’s
left of your revenues after you subtract your variable expenses.

So let’s apply this to our example center. Remember, this
center has fixed expenses of $12,000/month, spends $4,000/
month on marketing, and has variable expenses of 40 percent
(0.4) of its monthly revenues.

X=012+4)/1-04)4

See where those numbers came from? So now let’s do the
math.
12+4=16
1-04=0.6
and 0.6 x4 =24
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So now our formula looks like this:
X=16/24

And to finish out the math, we get an X (or ROI) of 6.67. That’s
good. It’s above 5. But it’s below 10, so the center shouldn’t be
completely content.

That’s how the business is doing now. But let’s turn to
finding what the minimal marketing spending should be to

break even. For this we need a new formula:
M=F/(X-XV-1)

We’re using the same variables. It’s just that this time we
know X (the ROI we want) and we’re trying to find how much
money we should spend on marketing to get to the break-even.

Read in English, this formula would say that to find what
we should spend on marketing, we should take our fixed
expense total and divide it by our ROI minus our ROI times
our variable expenses, minus one.

So let’s say our center has a marketing ROI of 5, and now
we’ll plug in the numbers:

M = 12/(5 - (5 x 0.4) 1)

See where that came from? The center’s fixed expenses
are $12,000/month, the current ROI from marketing is 5, and
variable expenses are 40 percent (0.4).

Now let’s do the math:

M=12/5-2-1)
which is
M =12/2
whichis M =6
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So this location must spend $6,000 per month on marketing
to break even using the current marketing efforts. If you want
to make a profit you will need to spend more than $6,000 and/
or improve your ROL.

Why Not Spend More on Marketing?

I'hope you can see that, even with your current marketing ROI,
if you were to spend more on marketing you could go from a
loss to a profit. With this kind of rational evidence, why don’t
struggling businesses spend more on marketing? Here’s what
they say:
* “I'm not sure where to spend my marketing money, so I
don’t spend it at all.”
* “I don’t have the extra money to do all that marketing.”
* “I never understood that marketing was an investment.”
* “I only spend what’s left on marketing.”

Following these excuses is a great way to drive your
business to failure.

Maximized Marketing for Success

Let’s look at a real case study. This location was on its way
to collapse but began implementing these principles and has
turned itself around.

Here are the stats we’ll use for this case study:
* Marketing cost per prospect: $145
* Prospect-to-Assessment conversion rate: 43%
* Average case or program size: $5,347
* Assessment-to-Student conversion rate: 42% (this is a
very poor conversion rate, by the way)
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* Revenue (annual): $246,000

* Marketing expenditures: $36,000

* Variable expenses: $101,000 (41% of revenues)
* Fixed expenses: $134,000

* Profit/Loss: -$25,000 (loss)

This business was operating at a $25,000 loss for the year.
Now, what will happen to this business if its leader doesn’t
spend more marketing dollars to increase revenue?

One of these scenarios will play out:

* The owner will end up working for nothing—or, worse,
will have to pay to work at his own business.

* The owner will use up his financial reserves until enough
referrals kick in.

e The most likely scenario is that the business will fail
within two years. The failure will come not because of
the product, system, or marketing pieces, but because the
owner wouldn’t invest in marketing!

However, if this business wete to double its investment in
marketing and increase its prospect-to-assessment rate, quite
another outcome would result. See how easy it is to know what
to do when you have the stats in front of you and take the time
to analyze them?

Here are this business’s expenses and earnings before and
after doubling the amount it spent on marketing and fixing its
prospect-to-assessment conversion rate:
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Before After

Marketing Cost per Prospects $145 $145
Prospect-to-Assessment Conversion Rate  43% 60%
Average Case or Program Size $5,347 $5,347
Assessment-to-Student Conversion Rate  42% 42%
Revenue (annual) $246,000 $492,000
Marketing Expenditures —$36,000 —$72,000
Variable Expenditures (41%0) —$101,000 —$202,000
Fixed Expenses —$134,000 — $174000
Profit/Loss —$25,000 + $44,000

(loss) (profit)

That’s nearly a $70,000 turnaround.

Your marketing spending is directly related to your income.
It’s as essential as buying the equipment you need or as hiring
the personnel for your center. Without it, you might as well not
even be open. In your first year, especially, marketing should
be considered a capital investment, and as your center grows,
marketing remains a key component in the health of your
franchise.

You have heard that 80 percent of businesses fail within
five years. Franchise businesses fare better than that, but still
20 percent of franchise businesses fail in the same time period.
We’re often told that by far the number one reason for this
failure is a shortage of capital.

Now that we’ve been working with small businesses
for many years, we are convinced it’s true. Too many small
businesses reduce the money spent on marketing before they
have built their businesses big enough to properly cover their
fixed expenses.
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You need to keep spending on marketing and you need to
keep testing your marketing to get the best possible return on
your marketing investment.

Key #6: Control Prospect Costs

To be a sharp marketer means measuring and analyzing your
results. You should know the number of people who responded
and purchased from your different marketing efforts. With this
information you will know the cost per prospect and cost per
sale for each effort. This information, along with knowing
your market and how best to reach it, is important in planning
your next marketing steps.

Not all marketing is created equal. No single marketing
effort reaches your entire market. This means you need to use
multiple types of marketing.

No matter what, have three paid advertising tactics and
keep working to earn increased referrals. Referrals are always
the best and cheapest means of marketing. Referrals might get
you only 30 percent of the students you need.

When you know how much marketing money you have to
spend to generate a prospect, you can begin making strategic
decisions about how to spend that marketing money. Without
knowing your numbers, you won’t have any real idea how to
modify your marketing. That is why you need measurable
objectives and goals.

Key #7: Build Referral Networks

You need to market as if none of your networking is going
to work and network as if none of your marketing is going to
work. Referred prospects are your bread and butter. They’re
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more likely to become students. They’re often already sold on
LearningRx. They tend to have higher case sizes, and the cost
per prospect is low.

To get a referred prospect, you must have certain things
going. You must have current students, of course, because
they’ll be doing the referring. You have to wow your current
customers so they want to refer (more on that in chapter 11).
You need to ask your current customers to refer, or they may
just not think to do it. And you need a thank-you system so the
referrals aren’t hit-and-miss.

Thousands of pages of books and articles have been written
about getting referrals. Everyone knows it’s the best way to
grow your business, but it’s often poorly done. It’s not easy to
get consumers to refer. What’s in it for them? They have a lot
to lose if they refer someone to you and you blow it. Neither
is it easy for them to bring up the fact that their child has (or
had) learning or reading problems. Given the nature of most
referrals, here are three ideas to consider:

¢ First, referrals will happen more often if the consumer can
give something of value and low risk to their friends—
like a coupon for a high-value, low-cost assessment or a
free copy of the book Unlock the Einstein Inside.

* Second, your center needs to be worthy of a referral.
Wow your students and their parents and they’ll tell
others about you.

* Third, train all your staff to refer people they encounter
in their lives outside of LearningRx. They need to share
those “wow” experiences they have been part of.

1 Ken Gibson, Unlock The Einstein Inside: Applying New Brain Science to Wake Up the Smart in your Child (Colorado Springs,
Colorado: LearningRx, 2006).
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Key #8: Convert Calls to Assessments

Answer the phonel!

You'd think that would be a no-brainer, but at businesses
across the nation, millions of incoming calls go unanswered—
and millions of dollars of revenue are lost.

One study found that only 37.8 percent of calls that came
in during normal weekday office hours were answered. This
was across eighty-five businesses in fifty-eight industries. In
other words, roughly six out of ten phone calls are not getting
immediate personal attention, according to 411 Locals. A
staggering 70 percent of businesses answered less than half of
their calls!®

If the phone in your center doesn’t get answered, you will
lose a large percentage of that potential business.

It sounds like a small point, but it has large ramifications.
When you are an advocate for people who are struggling, your
needs will be met in meeting theirs.

While one of our support staff was visiting a new center,
she noticed that the phone was not being answered. She
challenged the director to answer every call in the next hour.
The result: four scheduled appointments!

Every ten unanswered calls represent four lost customers.
So by letting ten calls go unanswered youre potentially losing
over $30,000.

Key #9: Be the Prospect’s Advocate

If you want to convert prospects to customers, you need to get in their corner.
When you are an advocate for people who are struggling,
your needs will be met in meeting theirs.

2411 Locals, “Small Business Owners Don’t Answer 62% of Phone Calls,” 477 Locals Official Blog Page, January 18,
2016, https://411locals.us/small-business-owners-dont-answer-62-of-phone-calls.
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The secret to success in LearningRx sales is empathizing
with your prospects’ pain and listening to their concerns. These
people are hurting. They’re troubled. In each case, someone in
the prospect’s family—maybe even the prospect herself—is
struggling to succeed. This has left them feeling embarrassed
and frustrated and alarmed about the future.

And yet, they’ve called you. They’ve heard about you, and
they have some sliver of hope that you can help them.

Don’t rush into the sales pitch. Take a minute just to
empathize. You got into this business because you wanted to
help people, right? If you just wanted to make a profit, you
could’ve bought some other kind of franchise. But you care
about the hurts of people in your community and you want to
bring them the means to get help.

So just listen. Listen with concern and love and compassion.

How many times have you had someone do that for you and
afterward you felt encouraged, and were

illi into j t
1F you want 10 willing to buy into just about whateve

they were selling? Your genuine concern
convert prospects Y & 8

will have a positive effect when it comes
to customers, you

. time for these prospects to think about
need to get in T ; L oR
; signing up for a LearningRx program.
their corner. gning up gRxXp ] g )
A good way to learn to listen is to

ask questions. In fact, your consultation
should be a series of questions with you listening and leading
the customer to the answer he or she is seeking by each next
question you ask. The consultation is made up of four big
questions:
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Four Big Questions

1. What is your situation?

2.What are the problems?

3.How do the problems impact your family?
4.How do you see our solution helping you?

Questions are so important. They are your diagnostic tools
to help you figure out what’s behind the words you’re hearing.
They help you uncover answers.

A STORY FROM KEN

Once, after returning from a trip, my neighbor told me that
my son, Brett, had been on our roof, shooting pellets at my
neighbor’s House for Sale sign. When Brett returned from
school, I told him that I was aware he had done something
wrong while I'd been gone. “Why don’t you tell me about what
you did?” I said.

Brett proceeded to launch into a whole list of misdeeds
he’d done while I'd been gone—apparently he'd been a busy
boy! Most of his transgressions involved a non-approved party
he’d had at our home. Finally he named the one offense I did
know about with the pellet gun. Questions uncover all kinds of
problems you might otherwise never know about.

Questions lead to actions.

If you combine your questions with authentic empathy and
a conviction that the value of your programs is worth far more
than your fees, you’ll regularly convert prospects to customers.

Concentrate on representing the students and make sure
they get what is needed to make their life far better, and if what
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we offer doesn’t match their need, send them somewhere else.
That is your role in the consultation.

Conclusion

The interface between the community and your center is
marketing and sales. This is the phase that takes strangers
unaware of your services and converts them to thrilled
customers raving to their friends about your center. Without
this—the front door, so to speak—people won’t come in and
get to know you. But with proper marketing, networking, and
sales approaches, people will beat a path to your center.

The keys are to seek a direct response from every market-
ing dollar you spend, to control your prospect costs, to build
referral networks, to answer the phone, and to be your pros-
pect’s advocate.

Do these well and you may find yourself among the top
LearningRx franchises in the country.

CHAPTER 10

PROFITABILITY KEYS 10-13:
POLICIES THAT REMOVE STRESS

unninga businessis stressful, especially at the beginning,
In this chapter, we’ll outline four best-practice policies
hat, if followed, will remove much of that stress.

Key #10: Collect Your Fees

We’re going to delve into customer psychology here for a
minute. Did you know that a customer who is required to pay
the entire owed amount up front is more likely to pay it all and
more likely to be a satisfied customer than someone who is
paying it off over time?

Think about it: If all a customer’s services have been
rendered before payment is due, he will have no urgency to pay
you at all. “Hey, I’'m not in pain now; there is no rush to pay for
this right away.”

Once services have been rendered, it hurts to pay. The
customer will begin looking for ways to get out of it. When
the first invoice comes in, he may say, “Was it really worth it?”
When the second invoice comes in, he may say, “No, it wasn’t
worth it.” When the third invoice comes in, he may say, “It was
a rip-off! No way am I paying!” and then you’re in trouble. You
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may end up not only without full payment but with an upset
and negative client.

It’s going to sound strange but you’ll do your customer a
favor if you collect all your fees up front.

Here are three ways of collecting your fees early on:

e First, give your customers a small discount on their total
bill when they pay it all up front. This helps them with
the bottom line and brings the money into your hands
fully and early.

* Second, make financing (i.e., educational loans) available
to your customers. The loan company will pay you
everything up front and it will be the customer’s job to
pay the company—and the company’s job to make sure
the customer pays.

e Third, sometimes your customer may want to set up
a payment plan with you, not a financing company. If
so, then collect as much as possible up front and handle
the balance with either ACH withdrawal or a debit card
agreement that authorizes you to charge the customer’s
credit card for a set amount over the next few months.

Whatever you set up, keep in mind the goal of getting the
money early in the process, while the customer is still receiving
services. It keeps you in the black and it actually helps raise
your customer’s satisfaction level with your services.

Key #11: Pay Your Bills When They Are Due

“Owe nothing to anyone except to love one another”
(Romans 13:8 NASB).
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When it comes to bills in business, you would do well to
owe no man anything, Pay all your bills when they’re due. Keep
the amount you owe (your accounts payable, or A/P) at zero
every month.

We’re talking about your reputation as a business and a
businessperson. Other people don’t have any reason to keep
quiet about your inability—or simple failure—to pay your
bills. In fact, they’ll love to tell as many others as possible that
you don’t pay your bills. This is because your failure to pay has
made them angry and they are getting even with you.

If youre operating within your budget, then paying your
bills in full and on time should be no problem. Your comfort,
your peace of mind, and your ability to get a good night’s sleep
require it. This pillar of business excellence is one of the easiest
to achieve. All you have to do is write out the checks.

As for your method of accounting, we recommend you use
the cash system. We know that may make some accountants
scream, but unless you’re a large compa-

ny, using the cash method is the easiest

and the most sensible. Matke life easier:
When a bill comes in, put it in a collect the money
folder on the desk. Don’t enter it into the up front.

computer yet. Then, twice a month (such
as the fifth and the twentieth), open that
folder and enter those bills into your accounting program.

Make it one process: bill gets entered; payments are sent.
This system works great, providing that you’re paying all
bills when they’re due.
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Control Your Fixed Expenses

Your fixed expenses are things you must pay for every month
even if you have no students. They include rent, administrative
salaries, insurance, telephone, and utilities. (Marketing is not
a normal expense, as we say elsewhere in this book—it is an
investment.) Strive to keep your fixed expenses low.

Let’s look at the rent you pay for your facility. You’ve heard
the adage that success in business is about three things: location,
location, location. Well, that’s certainly true for restaurants
and retail stores, but it’s not as vital for service businesses like
LearningRx. You want to be visible, have good sighage, and be
conveniently located, of course, but you don’t have to pay lots
of extra money to nab the most high-visibility corner of First
and Main.

If you choose a facility that costs you $8,000 per month
over one that will cost you $4,000 per month, keep in mind
that you’ll have to generate an additional $40,000 per month
in revenue if you've budgeted rent at 10 percent of your total
expenses!

A 1,500-square-foot training space with ten training sta-
tions and a brain lab used for four hours a day, six days a week,
can produce and place you in our top center revenues. You
don’t need a cavernous warehouse for training.

One way to keep your fixed expenses under control is to
not assume they’re really fixed. Sometimes you can get those
“fixed” expenses lowered, which will have an immediate
positive effect on your bottom line. It is our belief that you can
negotiate almost anything,.
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A STORY FROM KIM

I watched my dad negotiate almost everything. Two-for-one
manager’s special when there wasn’t one. He once traded an
early computer for a sports car.

Most times all he does is ask and think out of the box.
My dad would give me “opportunities” as a kid to hone my
negotiation skills. I remember as a middle schooler, eating at a
fast-food restaurant. It was back when you paid a quarter for a
drink refill. I asked my dad if I could have a quarter. He handed
me thirteen cents and said, “See how much you can get for only
thirteen cents.” I told my dad never mind; I wasn’t that thirsty
after all. He insisted that 1 do it or walk home. So, I went to
the counter and came back with a full refill for only thirteen
cents. This was a regular occurrence. My dad handing me five
dollars and challenging me to see how much pizza I could get
before closing, or see what I could get thrown in. As the CEO
of LearningRx, I use the negotiation skills I learned as a kid
on a regular basis to get our franchisees a better value and save
our system money.

Key #13: Control Your Administrative Expenses
by Making Them Variable

It is said that the definition of insanity is doing the same
thing over and over and hoping for different results. That
kind of craziness can definitely result when it comes to hiring
administrative staff for your LearningRx center.

When you start your franchise, the entire administrative
staff may consist of you and one other person. You may not
even be able to pay yourself a fair rate. It’'s OK to do that for
a while, but you can’t keep it up forever. Slowly increase your
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own pay as your revenues increase until you reach the point
where your pay equals what you would have to pay someone
else to do your job. The fair market rate, in other words.

Then, after more growth, you can begin thinking about
bringing on more administrative staff at a fair rate of pay.

But you have to be careful here because administrative
expenses can become a cancer on your business. This one line
item has the tendency to grow faster than any other expense
category and to eat up more of your profits. If you've got
inefficient operating procedures in your center, you can end up
hiring people and then not using them efficiently—resulting
in the need to hire more people and throw away more profits.
Stop the madness!

A STORY FROM KEN

Years ago I faced this problem. My staff cost had increased to
28 percent compared to the normal 18 percent. I was hiring
more people rather than increasing efficiency. That solution
was easier but more expensive.

I solved the situation by making my staff “partners,”’
promising that 20 percent of every dollar earned would go to
them. Now they had a stake in the practice. In six months base
salaries had dropped to 15 percent and income, productivity,
and bonuses had become much higher. When considering
another staff position, we would all determine if that position
was really needed or whether we could we figure out how to
accomplish more with our current staff (fewer hands sharing
the pot).

I now had control of staff costs. I had done so by making
it no longer fixed but varied. Staff costs now went up or down,
like my income, with the revenues.
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Keep your administrative staff expenses in the range of
one-half to two-thirds of what you’re paying for trainers. Start
with minimal administrative staff and go up only as your
income goes up. If you keep this same percentage but increase
your revenues, you'll increase the money you’ll have available
for administrative expenses and still be well within your
budget. The LearningRx model for trainer pay is 18 percent
and admin is 18 percent added together they should equal less
than 40 percent. (see the expense model chart in chapter 8.)

If you hire another full-time administrator and it moves
you out of the correct trainer-to-administrator ratio, start
the new staff member as a trainer with just a few hours as
administrator. Then, as revenues increase, reduce the person’s
training hours and increase administrative hours.

Growth is a beautiful thing in business. As revenues
increase, your fixed expenses become a smaller and smaller
percentage of your monthly totals, thus leaving room for more
things you want to do—and more profits. When you see this
happening, you know you’re managing well.

Conclusion

Business in today’s economy can be maddening, and no one
feels the burden and anxiety more than you, the franchisee.

But you can minimize your stress by collecting your fees,
paying your bills on time, keeping your fixed costs low, and
putting your administrative expenses in their proper percentage
range.

Do these things and not only will your stress drop your
profitability will increase.



CHAPTER 11

PROFITABILITY KEY 14:
THE WOW FACTOR

STORY FROM KEN
We had just moved to Colorado Springs and I had

opened a checking account at a local bank. It was a
small bank branch inside the closest gas station. A few weeks
later as I walked into the branch, Angie, the teller who had set
up my account, greeted me by name. She inquired about my
wife and mother, also by name. I was impressed. I had never
encountered a business so friendly. I loved them since they
treated me as if I were their only customer, so I told others
about them. Today there are at least twenty-seven accounts at
that bank as a result of my word of mouth. Why would anyone
bank anywhere else?

That bank wowed us, and great things followed. So it must
be for your LearningRx franchise. Indeed, wowing is so vital
to the well-being of your center that we’ve created a chapter
just for this topic.

For your center to succeed over the long haul, you need
satisfied customers out there telling other people what a great
service you provide. Customers do this when they have not
only gotten what they expected out of their interactions with
your center, but have gotten zore than they expected when they
have been wowed.
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Expectations Plus

When a family agrees to purchase a LearningRx program they
are not yet a satisfied customer. They’re not yet loyal to your
center or to you. You have earned the chance to prove yourself,
and that’s all. In fact, they are going to feel like they’ve just
done you a big favor and that you now owe them.

In the sense of customer satisfaction, you start your
relationship in a position of deficit. The customer has paid.
Now it’s your turn to produce.

And don’t think that simply providing the service expected
will result in a satisfied customer at the end of the program.
If they expect X and you deliver X, you’ll still be at a zero
at the end of your time together. At that point you wouldn’t
owe more services. Youd no longer be at a deficit. But neither
would they owe you anything—such as going out and telling
everyone to come enroll in your program.

High customer satisfaction results from whatever positives
you give beyond X. It’s when your customer expected X and
you provided X+5 that they become motivated to tell others
about your center.

That extra beyond expectations is what we call the wow factor.
You want people out there saying, “I expected LearningRx to
help my child, but I had no idea they’d do #bis for me.” That’s a

wowed customet.

Double Platinum Rule

A STORY FROM KIM

My daughter Lily has a degree and works in hospitality
management. We can learn a lot from the hospitality industry
when it comes to customer service and wowing our families.
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Growing up,we all learned the golden rule: “Do unto
others as you would like them to do unto you.” (See Matthew
7:12) When I did my student teaching in a kindergarten class in
the inner city, this was a main theme on how we should treat
one another. Don’t push; take turns; be respectful; listen to
the teacher; keep your hands to yourself; raise your hand; be
kind. The golden rule is a great rule to be a valuable member
of a classroom or a generous person in society. When it comes
to serving customers, the platinum rule is even better for a
business .

Dale Carnegie shares a story in his book How to
Win Friends and Influence People:

“Personally I am very fond of strawberries and cream,
but I have found that for some strange reason, fish prefer
worms. So when I went fishing, I didn’t think about what
I wanted. I thought about what they wanted. I didn’t bait
the hook with strawberries and cream. Rather, I dangled
a worm or grasshopper in front of the fish and said:
“Wouldn’t you like to have that?” ™!

We should use the same common sense when we are
fishing for people. The platinum rule is to treat people the way
they want to be treated. To even further exceed expectations,
Bryan K. Williams, a customer service consultant, coined the
idea of the Double Platinum Rule: “Treat others the way they
don’t even know they want to be treated.”” This rule is not
only about anticipating needs but providing information that
they may not have known otherwise. The key is to add value to
someone else’s life that goes beyond basic great service.

1 Dale Carnegie, How to Win Friends & Influence Pegple (New York: Simon & Schuster, 1936, 2022), 35.

2 See Bryan K. Williams, “The Double Platinum Rule,” drbwilliams.com, August 11, 2010,
www.drbwilliams.com/the-double-platinum-rule.
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To do this you will want to listen to your families not just to
what they say, but also to their moods and attitudes and to what
they are wanting to achieve. Our wish list that we take families
through at the orientation and update during check-ins does
a great job of this. Look for ways every day to anticipate their
needs and wow your families.

The Net Promoter Score (NPS)

Fred Reichheld is considered one of America’s leading experts
on customer loyalty. Reichheld, who teaches at the Harvard
Business School, wrote an influential book called The Ultiniate
Question: Driving Good Profits and True Growth (New York:
Harvard Business Press, 2000). In it, he develops a simple test
to determine whether your customer has been wowed.

Reichheld boils it down to one ultimate question (which
we’ve adapted for LearningRx):

On a scale of 0 to 10, how likely is it that you would
recommend this LearningRx center to a friend or
colleague?

The customer takes a short survey at the end of the student’s
program. This question is only one of the items in that survey
but it is the most important piece of data we collect.

In Reichheld’s system, customers who answer nine or ten
on this question are called Promoters. They will go out and
tell people how wonderful you, your center, and LearningRx
are. They will act like volunteer marketing reps for your center.
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On the other extreme are customers who answer 0 through
6. These are considered Detractors. They will go out and tell
everyone their horror stories about working with a business. In
our day, when a single review or blog entry can reach tens of
thousands of potential clients, you can’t afford to have many
Detractors out there.

Customers who answer this question with a 7 or 8 are
considered neutral and are not included in the calculations to
follow.

Your goal is to have many more people answering 9 or
10 on this survey than those answering 6 or lower. But it’s
inevitable that you’ll have an occasional Detractor. You want to
make sure you have many Promoters and very few Detractors.

Reichheld takes the percentage of Promoters and subtracts
from that the percentage of Detractors (ignoring the percentage
of neutrals) to arrive at a business’s Net Promoter Score (NPS).

So if you had one hundred customers and fifty of them
gave you a score of 9 or 10, that’s considered a Promoter score
of 50 percent. Then let’s say that thirty of them gave you a
score of 0 to 6. Your Detractor score is 30 percent. To find
your NPS you simply subtract the Detractor score from the
Promoter score. In this case, it would be fifty minus thirty,
giving you a NPS of 20.

An NPS of 20 is not bad—especially considering that the
average business in the United States scores an NPS between
9 and 11—but it’s not nearly high enough for your center to
thrive as you’re wanting it to.
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Here are historical, world-class NPS scores from the
leaders in a number of industries in the United States over
time:

* Amazon’s NPS: 62

¢ Netflix’s NPS: 68, well above their competition
* Airbnb’s NPS: 74

 Starbucks’ NPS: 77

* Tesla’s NPS: 96

You can see that an NPS of 20 isn’t going to exactly make
you an industry leader. You’ve got to shoot much higher.

It’s good, then, that you’ve joined the LearningRx family.
The high percentage of our centers earn our customer service
award each year which requires a score above 70. So you’ve got
a good system helping your business provide customers with
that wow factor.

Raising Your NPS

Reichheld’s system is as helpful as it is simple. Just increase the
number of Promoters and decrease the number of Detractors
and your NPSis going to rise. Studies found that for every twelve
points your NPS rises, your annual growth rate will double.

So how do you raise your NPS? By increasing the wow
factor. Here’s how:

Create a Positive High-Energy Atmosphere
in Your Center

In terms of improving customer satisfaction, it is essential
that your trainers and staff fully own the solutions. One way
to get this is to have your administrative staff involved in
brainstorming ideas on how better to wow parents and students.
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Author John Miller in his book QBQ! tells the story
of how a waiter once went out of his way to serve
him a Diet Coke when his restaurant only served
Pepsi products:

Suddenly there was a blur of activity off to my left, the
“wind of enthusiasm” blew behind me and then, over
my right shoulder stretched the “long arm of service”
delivering a twenty-ounce bottle of—you guessed it—
Diet Coke!

My first though was, Hire this man! Talk about going
the extra mile! He was clearly not your average employee.

“Excuse me, I thought you didn’t sell Coke,” I said.

“That’s right, sir, we don’.”

“Well, where did this come from?’

“The grocery store around the corner.” I was taken
aback.

‘Come on, you've been awfully busy. How did you
have time to go get it?’

Smiling and seeming growing taller before my eyes he
said, “I didn’t sir. I sent my manager!”

Great service comes from the heart. Do you have a servant’s heart?

Reward Trainers for Turning Customers into
Promoters

Ninety percent of your customer’s contact with LearningRx
will be through that one trainer the student is assigned to. More
than the programs, the facilities, or anything that happens in

3 John G. Miller, OBOQ! The Question Bebind the Question (New York: Penguin, 2004), 7-8.
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the lobby, a customer’s satisfaction will be measured in terms
of how that trainer did with that student.

Doesn’t it make sense, then, that a trainer who consistently
turns customers into Promoters be recognized and rewarded
for that? If that trainer’s excellence boosts your NPS, shouldn’t
you acknowledge and value that?

By the same token, if a trainer consistently turns customers
into Detractors, that needs to be taken into account as well.

That’s precisely what Fred Reichheld believes, and I think
any center that desires to grow and be great would be wise to
listen to him. In other words, build in your trainers an ownership
for customer satisfaction by making promotions, bonuses, and
firing decisions based on overall customer satisfaction.

Make trainers accountable for the results of the
ultimate question, “Would you refer a friend or colleague to
LearningRx?”

Customers become Promoters only when they believe
they are receiving a high-quality program where all the core
value aspects are being covered; where staff and trainers are
loving and caring; and where price, value, and quality are all
appropriate.

So make your trainers accountable for the satisfaction of
every customer in their care. Reward your trainers when those
customers turn into Promoters, and watch your NPS scores rise.

Become a World Class LearningRx Leader

Customer experience is not the job of your marketing
person—it’s your job. The responsibility for excellent customer
satisfaction begins and ends with you. Your NPS scores will
rise as you ensure that you’re providing a positive customer
experience. You do this in a number of ways.

CHAPTER 11: PROFITABILITY KEY 14 | 141

First, set the example. Be your center’s benchmark for
world-class customer experience. Your staff will pick up on
your responsiveness to customer concerns and they’ll follow
your lead. Customers and staff alike will see that your key goal
is meeting the needs of your customers and students.

In formulating your personal values in business, make sure
that excellence in experience is near or at the top of your list. It
flows from the Second Great Commandment (to love others),
the golden rule (to treat others as you want to be treated) and
the Double Platinum Rule (treat others the way they don’t
even know they want to be treated). Just as a commitment to
excellent customer care is contagious, so is unresponsiveness
to customer concerns. Treat your customers as you want your
staff to treat customers.

Second, make customers feel welcome. This happens in
two major phases: the initial consultation and the daily routine.
There are few things as powerful as first impressions, so make
sure you're doing a great job with those initial interactions with
potential customers. Train your trainers to treat each student
like a rock star (as if they are super important) every time they
walk in for their session. As the leader of your center, be sure
youre doing a good job with the little things your customer
will encounter; circulate through the center, stopping to chat
with parents and interact with students.

Rock Star Treatment

j—)

A A A

Greet the Look Say their Give them Ask them a
student first them in name with a business  question about
with a big the eyes.  excitement. handshake. themself or

smile. their day.
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A customer who feels welcomed in your center—and by
you personally—is more likely to become a Promoter.

Third, work the wow factor. What are the extras you can
provide that will amaze your customers? What can you do that
is above and beyond the call of duty? Often these extras will
cost you nothing.

When you consistently and creatively

find ways to delight your customers and

Great service students, when you extravagantly exceed

comes from the

customers’  expectations, when you
heart.

under-promise and over-deliver, that’s

when you’ll have customers who say, “I
never imagined LearningRx would do #at for me! I’'ve got to
tell my friends about this place.”

We had a center share with us that they worked with a
student who has cerebral palsy. His brother, who also has
cerebral palsy, was much higher functioning and had previously
been through the LearningRx program with amazing gains.
The parents were so impressed that they wanted their second
son to receive the training as well.

The director was very frank in lowering expectations for
the second son because his abilities were low. Even so, the
parents didn’t hesitate. When he finished the program, they
reported that the benefits their son gained were far above
anything they had ever done. “Before, he would just watch his
brother and sisters play games—now he asks to play and be a
part of the family.”

What an unexpected gift LearningRx gave that family!

As the leader of your LearningRx center, you are uniquely
positioned to overwhelm your customers with positive
experiences. No one can do more than you to wow your
customers.
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Salvage Detractors

The final thing you can do to raise your NPS scores is to salvage
Detractors. Typically customers will more readily remember a
negative experience they had at a business than the positive
ones. They’re only human, after all. If you are starting in a
position of deficit with your customer and anything happens
that increases that deficit, it will take longer to overcome that.

And sometimes, you simply won’t overcome it. It’s un-
avoidable that some people will end up with a negative opin-
ion. That may be because of unrealistic expectations at the
beginning, because of something negative that happened, or
through simple miscommunication. Seventy to eighty percent
of all customer problems result from miscommunication.

The good news is that you can correct customers’ false
expectations, you can manage their expectations going forward,
and you can reach out to Detractors and, in many cases, turn
them into Promoters. Or if not Promoters, then at least to be
neutral.

Itstarts by managing expectations at the initial consultation.
Don’t allow your customers to believe that LearningRx is going
to correct things that are probably beyond the reach of what it
can do. Don’t over-promise.

It continues when you promote your center’s successes in
public ways. Make sure your customers know the good things
that are happening with your center and their students. Be on
the alert constantly for the good things that your constituents
should know about. Put your success stories in your newsletters,
on social media posts, on tables in the lobby, and on walls. Use
your public events to congratulate those who deserve it.



144 | THE PURPOSE DIRECTED BUSINESS

Despite these efforts, you’ll likely end up with an occasional
Detractor—someone who finishes your program still
considering that you are in a position of deficit to her or him.
In Detractors’ eyes you promised but didn’t deliver, and they’re
going to make sure no one else gets burned like they were.

A STORY FROM KEN

I vividly recall a woman who came back to my practice loudly
demanding a refund on a pair of glasses she thought was wrong
but I believed was not. Rather than negotiate with her I asked
her how I could solve the problem. After I did what she wanted
she said, “Thanks. I would now like to schedule my two
other children.” Someone who could’ve become a Detractor
remained a loyal customer.

You need to reach out to these people. It is imperative that
you salvage these relationships whenever possible. So pick up
the phone and reopen those lines of communication.

For these and other conflicts with customers, use the
following techniques:

Successful Conflict Resolution

To you, a customer problem seems like one more item on your
to-do list. But to your customer, it is a crisis. Conflict must be
addressed as quickly as possible—even immediately.

Sometimes you or someone at your center is the cause of
the conflict. At other times it’s the case of a customer being
unreasonable. There are things you can do to successfully
manage conflict in either case.

Approach the conflict in a professional, nonconfrontational
way, full of empathy.
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No matter whose fault the problem is, be sure you do these
things as you attempt to resolve the conflict:

* Be pleasant.

* Keep your cool.

* Take excellent notes of the conversation, and keep them
in a file.

* Make only those promises you are sure you can keep.

¢ Thank the customer for bringing the concern directly to
you (or for being willing to discuss it, if you’ve made the
initial contact).

To raise your NPS you need to keep those Detractors off
the streets—or the information superhighway. Decrease the
number of Detractors and your Promoters will be the only
ones out there talking about your center.

Conclusion

Just as an unsatisfied customer can quickly spread a bad report
across the Internet, so can an enthusiastic Promotet broadcast
your excellence far and wide. Every customer who gives you a
nine or ten in that satisfaction survey is an unofficial member
of your marketing department. These people are out shouting
your praises to anyone who might have a need that LearningRx
could satisfy. A horde of Promoters helps you in innumerable
ways. Just on a practical level, think of how much marketing
money it costs you to create a prospect and how much it takes
to turn a prospect into a customer. Every additional Promoter
you have out there multiplies the impact of your marketing,
thus reducing your costs and increasing your revenues.
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People will learn about LearningRx through advertising
online, or on radio, or magazines that we send, or events you
hold or participate in. But no promotional activity carries
more weight than wowed customers telling others about how
wonderfully they were treated at your center.

Up the wow factor at your center and watch your center

grow. MICHELLE DAVIS
LearningRx—Chattanooga, Tennessee
Franchisee Since: 2022

With LearningRx Since: 2010

Amazing At: WOWing customers, creative
marketing, and revenue streams

Michelle first joined LearningRx as a trainer, and
then worked as a center director for many years
before purchasing her center from her former boss.
Michelle’s success in the business—even before she
signed on as a franchisee—is due in large part to her
focus on the customer experience and meeting her
client’s expectations. Those happy clients refer many
of their friends and family members, and her center in
Chattanooga is bustling and energetic!

On Managing and Meeting Expectations

| remember the moment when | not only realized,
but fully accepted my role as an expert in my field. As
in, “l know what | am doing. | have answers for every
question. If | don, | have the drive and desire to find
out, and quickly.” This might sound simple, but this minor
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switch in my mindset caused a major difference in my
performance and outcomes on the job. As my mindset
shifted and | became more comfortable and confident
among my peers and clients, | was able to release
expectations and connect on a deeper level, as a human,
parent, and friend. My conversations were then based on
relationships, and | had no hidden objectives, no sales
goals, no outside burdens brought to the table. | was
able to be fully present and connect with families about
their lives. My listening skills improved, my empathy
grew, and my focus on solutions could shine. | once
had a client tell me (and have had many since then) that
they truly believed and trusted that | cared about
their child and their family. And that is the truth.
With that truth, and honest language, expectations are
set—and met—again and again. Now that | confidently
and expertly share how and why this program works, my
clients and their families know exactly what to expect—
and we are able to deliver.

On Center Energy and the WOW Factor

The first focus in maintaining a positive center
energy is fo fill it with positive people! From the first day
of hiring, we are discussing our core values. We are
HELPFUL and pitch in, we have INTEGRITY and do the
right thing, we are RESPONSIBLE and get things done,
we are EXCELLENT and do things right, and we are
PASSIONATE and love what we do. Each staff member is
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taught to open the door for anyone they see walking in,
and then greet them with a genuine smile that welcomes
them info the greatest place on earth. We cheer for each
other, we praise each other, we use positive language,
and we smile. Did you know that even when you force
a smile, you stimulate your amygdala, which releases
neurotransmitters to encourage an emotionally positive
state2 You actually CAN “fake it until you make it!” And
eventually, the smiles, the language, and the happy
environment spreads for all to enjoy—clients and team
members alike.

Michelle’s Top Franchisee Tips
* Use already-created resources from the Home Office.
* Hire people who excel in your weak areas.

* Encourage and support your team in their personal as
well as professional endeavors.

* Connect with other franchisees in your system on a
regular basis.

* Set goals and review your reports quarterly (at least).

* Set aside time weekly to work on the business (not in
the business).

* Ask yourself if each task you're doing REQUIRES you
to do it, and if someone else can do it (even if you love
it and are good at i), give it away.




CHAPTER 12

PROFITABILITY KEY 15:
BUDGET A PROFIT

Take out your budget sheet. Go ahead and fire up the
computer and load up the spreadsheet. Now, look at
your list of expenses. Is “Profit” listed as one of your
expenses?

That’s right; we are asking if you have profit listed as an
expense. Do you?

The final key to profitability we want to give you is that
you should consider profit as one more variable expense, and
budget accordingly.

Most people think profit is whatever’s left after everything
else has been paid for. We are here to tell you that there is a far
wiser way to assure profit. Far better to put away a set percentage
of your monthly sales as a profit payment to yourself. Subtract
it from your revenues and stick it in a savings account.

A Secret that Works

Like father, like daughter. All of our lives we have used this
principle in some form or another. Believe us: it works.

When you take out a percentage for profit just like any
other bill to be paid, you’ll learn to live on what’s left. You’ll
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budget within your means—and you’ll have a built-in profit at
the end of the month.

As we said earlier, we have a built-in tendency to spend all
we have. If it’s in the checking account, it can be spent. But
when you put part of it in savings before you think about new
spending, you’ll have a profit.

A STORY FROM KEN

In my first year out of graduate school, I began putting 10
percent of all my earnings into investments, and if I made any
money on those investments, 100 percent of that went right
back into investments. For many years it meant cutting here
and there to make it work. I had to establish personal spending
policies that have now become fixed—such as always buying
a three- to seven-year-old car and if the price of a drink at a
restaurant was more than two dollars, ordering water. Putting
10 percent aside for savings is a practice that has served me well.

Joseph helped a Pharaoh save a nation using this same
principle. During seven years of plenty, a portion of crops was
put aside in a storehouse. When hard times came later, that
reserve saved the nation. (See Genesis 41:48—49.)

A STORY FROM KIM

I recently answered a call from a franchisee sharing how tough
things have been the past few months and wondering if she
will be able to make it. If she had followed this advice and
placed a percent of her revenue aside during the good times,
that call would not have been made. We came up with a plan,
and now it’s time to save back that savings and build a rainy-
day fund that she can draw from in the future.
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Budgeting Profit in a LearningRx Context

Let’s look at how you can do this with your center.

As we mentioned at the beginning of this chapter, your goal
should be to put away a set percentage of your monthly revenue
into savings as profit. However, when you are just launching
your center, you may have to make that a lower percentage. But
don’t go below 5 percent.

As your center matures and revenues go up, your fixed
expenses will be a smaller percentage of your total budget and
you can begin allocating more for that “expense” called profit.

Here’s an example of what a break-even budget would look
like if you were to build in a 15 percent profit as a variable
expense:

Variable Costs (49% of sales)
Profit: 15%

Trainer salaries: 18%

Student materials: 2%

Processing fees: 2%
Miscellaneous: 1%

Royalty: 8%

Marketing Development Fund: 3%

Fixed Costs (Total of $20,000/month)

Administrator salaries: $8,500
Rent: $4,000

Marketing: $5,500

Other: $2,000
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If these are your costs, then the break-even formula would look
like this:

* Subtract forty-nine cents of every dollar of sales to pay
variable expenses (49%0).

* That leaves fifty-one cents of every dollar of sales to pay
fixed expenses (51%).

* To break even with these numbers, your center would
need to make $39,216 in sales every month (that’s the
amount you'd need to make to pay $20,000 in fixed costs
and have that $20,000 be just 51% of your budget).

e If your center’s average fee per student is $7,000, then to
generate $39,216 a month in revenue, you'd need to add
six new students every month because 39,216/7,000 =
5.6 (rounded up to six students).

Conclusion

You can do this. It’s much easier to put away a set percentage of
your revenues for an expense than hope for profit. It also helps
you psychologically if you do it this way, because you’ll feel
more like you’re meeting your obligations (paying your bills)
than splurging on yourself.

Profit is good. Make a profit with your center. What you do
with that profit is the subject of chapter 14.
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MAUREEN LOFTUS

LearningRx—Tysons and Reston, Virginia
Franchisee Since: 2010

Maureen joined LearningRx after a successful corporate
career. As her daughter struggled in school from year
to year, Maureen was looking for a long-term solution
to those struggles. One-on-one brain training made a
significant difference in McKenna'’s life, and Maureen
has been sharing that life change with clients in her
community for over ten years. Maureen is a great judge
of character and knows how to “get the right people in
the right seats on the bus.”

On Choosing a Leadership Style

After working in over forty industries, across more
than twenty countries, managing every functional area
of a company, and leading over a dozen businesses, my
leadership style can be summarized into: nail the basics
and excel in people.

No matter what business you are in, the fundamentals
are critical to being able to lead the business well. What
do | mean by the fundamentals?¢ The most important




156 | THE PURPOSE DIRECTED BUSINESS

CHAPTER 12: PROFITABILITY KEY 15 | 157

fundamental to understand in the for-profit sector is how
you make money. But you need to go several layers
deeper and break down the business into its parts and
really understand where the profitability is coming from,
what it really costs you to deliver your product or service,
including all the infrastructure. In addition, you need
to understand what the most important levers in the
business are. But that isnt enough.

People are What Really Make a Difference

You might be thinking, Well, of course. Why wouldn't
you strive to have bright and motivated people with
superior critical thinking skills2 But there is so much more
to the people variable. The most difficult is enabling
diversity. | am not talking just about race, gender, or
sexual orientation. | am talking about skill diversity:
hiring diverse work styles, problem-solving approaches,
personalities, and more.

Why is this so hard? Because you must seek, hire,
and continually cultivate a group of people that are far
different than yourself and from each other. My primary
focus as a leader is to enable a very diverse group of
employees—each with different educational expertise,
experience, personality, boundaries, and career ob-
jectives to function effectively as a cohesive team. But
true leadership goes beyond enabling a high-perform-
ing team to achieve great results. The essential differ-
ence between great management and great leadership

is knowing how to stretch the abilities and talents of
each person to enable each to become more than they
thought possible—this synergistic element of leadership
is the key to realizing exceptional results.

Maureen’s Top Franchisee Tips
* Embrace the vision and mission of the organization.

e Understand, measure, and monitor the fundamentals
of the business, including how you make money and
the key levers for success.

* Develop replicable processes that enable growth
through economies of scale.

* Hire the right people—intentionally seek diversity of
thought, personality, skills, and so on.

* Cultivate a well-functioning team.




CHAPTER 13

SEVEN MISTAKES TO AVOID
(THAT ALMOST ALL NEW
BUSINESS OWNERS MAKE)

eeling equipped? Ready to get out there and apply all
Fﬁfteen of these keys and watch your business soar?

Congratulations! We know you’ll do well with an
attitude like that.

As a final word on profitability, we want to help you step
through a minefield. Starting a business is a challenging path
but it’s one that millions of people have been down before.
You can learn from the mishaps of others and, hopefully, avoid
most of these pitfalls yourself.

Don’t worry if youve already committed one or more of
these mistakes. Every business owner takes the occasional bad
step. Making mistakes is how we learn and grow, after all.

But let’s see if we can’t help you step over some of these
mines. Here are the seven mistakes that almost all new business
owners make . . .

#1 New Business Mistake to Avoid:
Thinking Too Big or Too Small

It’s almost impossible to make a perfectly accurate guess about
what’s going to happen when you officially open the doors of
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your business. You do all you can, market to the best of your
ability, prepare and polish and pray, but in the end, whatever’s
going to happen on month one is going to happen.

That’s just your starting place, of course, but whatever
happens in that month can be a shock to you if you've
anticipated too high or too low.

If you’ve been thinking too small, you may lose a potential
opportunity. Perhaps you could’ve taken your business to a
higher plateau from the very outset but you failed to do so
because you didn’t think such a thing was within your reach.
Maybe you didn’t feel confident in your launch because you
were going up against a well-established competitor. Maybe
you thought your marketing efforts had fallen on deaf ears.
Whatever the cause, if you think too small, you may not detect
the opportunities to go big.

On the other hand, if you’ve been thinking too big, you
may get yourself in a bind. You may overcommit yourself or go
further into debt because you expected a certain response but
reality shows that you grossly overestimated.

You need to remember that your center can handle only so
much business at launch. You’ll be able to support expansion
later, but moving beyond your core business too soon can be
like chasing ten rabbits at once and catching none.

Be careful about expanding to a second location too soon.

You may think you’ve got this thing figured out because
of the lessons you learned managing the first center, but a new
location will require the same amount of capital as the first
one. It also will take a whole new set of skills to manage a
location that won’t have your presence there full-time, not to
mention that you’ll need to hire a trained staff that is capable
of running a second location without you. Expanding without
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these things in place will very likely result in the failure of your

second location—and may drag down your first one as well.
Don’t think too small or too big as you open your center.

(See chapter 6 for more on staffing issues, as well as Key #2 in

chapter 9).

#2 New Business Mistake to Avoid:
Losing Your Focus

Too many new business owners get so caught up in the
excitement of opening their own business that they overwork
themselves. They end up burned-out.

They get discouraged and frightened that this thingisn’t going
to work after all, and they make rash decisions. When they don’t
see the immediate results they were hoping for, they may even
decide their business is a failure and drop the venture altogether.

Don’t make this mistake. No matter what happens in your
first days, remember that opening a new

business is a long-term project. You need
8 Pro] Don’t be

to stay the course. You need to remain
Superman or
focused.
. Superwoman. Be
Yes, you are going to work long
. . a super delegator.
hours. That goes with the territory. Just

take care of yourself along the way. Be
sure to take breaks so you don’t exhaust yourself. Fatigue can
bring on depression, panic, and a complete loss of perspective.

The good news for you is that, in LearningRx, you've
selected a business and service that stirs your passions. Keep
remembering why you got into this business in the first place
and you will be able to maintain your focus. (See chapter 1 for
more on this).
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#3 New Business Mistake to Avoid:
Taking on Too Much by Yourself

No one can do everything by himself or herself. Not even you.
If you try, you may end up losing your energy and perspective,
as we just discussed.

It is always a good idea to seek the help of others. This can
be through employees or professional services. When you have
other people doing the details, you can focus your energy on
the bigger goals and strategies that concern your center.

As a LearningRx franchisee, you can take advantage
of the systems we have in place. Do so! Use the marketing
tools we have created for you and work with the support
department to create action plans. Join our regional meetings
and performances groups so you can learn best practices and
communicate with other franchisees to exchange ideas and
receive further support.

Don’t be Superman or Superwoman. Be a super delegator.
(See chapters 7 and 8 for more and Key #4 in chapter 9.)

#4 New Business Mistake to Avoid:
Not Tracking Advertising Properly

When you pay to advertise your business, it’s important to
know if your money is being spent effectively or not. What’s
the point of spending thousands of dollars for a billboard that
never generates new customers?

Whenever you purchase advertising, always make sure you
can track the return on investment (ROI) so you can allocate
more money for those that provide a higher return.
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Advertising is ongoing. Do experiments. Watch for surges
that might be connected to your advertising. Ask people how
they heard about you, and train your staff to do the same. And
be specific: if you’re running an ad on two radio stations and
the potential customer says, “I heard it on the radio,” ask which
one. Don’t be afraid to keep trying different things in your
market to see what works best there.

(For more on this, see Key #5 in chapter 9).

#5 New Business Mistake to Avoid:
Not Getting Involved in the Community

It may come as a surprise to you, but business owners do better
when they take a break from their businesses to get involved in
the community.

Attending local events and becoming an active member
of the community are great ways to get free attention for your
business. Networking is an important part of building up
good business relationships that can lead directly to customer
opportunities.

It’s all about who you know. (See chapter 9, Key #7, for
more on this).

#6 New Business Mistake to Avoid:
Not Having Cash Flow

Cash flow is the lifeblood of all businesses. If you run out of
cash, your business will fail. You must manage your cash with
the care and attention it deserves, knowing exactly what your
cash balance is. Don’t manage from your bank balance. You
reconcile your bank balance—you don’t manage from it. You
need to know what your earned training hours are, so you don’t
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spend money you haven’t yet made. You need enough cash so
you are free to do what you do best: taking care of clients and
making more money. (We covered this in detail in Chapter 10.)

#7 New Business Mistake to Avoid:
Working in the Business but Not on the Business

If you define your job as being the person who prepares your
business for growth, you are working on your business. That’s
as it should be. But if you are consumed with doing every
important thing yourself, you are working 7z your business—
not on it.

The ultimate goal of working oz your business should be to
have it function as well as possible without you. Getting your
business to this point is not going to happen overnight. It takes
a conscious, sustained effort and time. If you want to make it
happen, you have to make it happen! Work oz your business,
not just zz it. (Chapters 5 and 6 explain this more.)

Conclusion

Use this chapter’s list as a quick summary for success in your
business. All of these points are covered in detail elsewhere in
the book, but sometimes it’s nice to have an at-a-glance guide
to help you keep your finger on the pulse of your business.

We want you to succeed. We want your LearningRx center
to become one of our premier locations. And we want you to
succeed personally as a franchisee. This whole book has been
written to help you achieve your goals. We hope this quick
summary will add to your sense of being fully equipped to help
you avoid the mines and take your franchise to the place you
want it to go.
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If you have followed, or will diligently follow, the values,
strategies, and profit principles discussed in this and previous
chapters, then there is a very high probability that more revenue
will come your way than you can currently spend. In the next
chapter we’ll share with you our perspective of wealth and how
to handle excess revenues. You may choose not to share our
views, because they are not the norm, but considering these
ideas might greatly enrich your life.



CHAPTER 14
STEWARDSHIP AND GIVING

ealth is like a Coke bottle.
The Gods Must Be Crazy is an older low-budget
comedy film about what happens when a pilot

passing over the plains of Africa drops his Coca-Cola bottle out
of the plane. The glass bottle lands in a village in the Kalahari
Desert and is picked up by Xi, a Sho native.

Xiand his fellow villagers believe a god has cast the strange
object out of the heavens. At first, they suppose the thing is an
object for their benefit. They discover that the clear but oddly
strong item is excellent for smashing gourds and grinding grain
and handling a variety of tasks about the village. Suddenly,
everyone wants the thing and then everyone needs the thing. It
isn’t long before one of them uses it to strike someone in anger.

Xi decides that the gods must’ve dropped the item by
mistake. To him, the object is obviously evil and his village
needs to be rid of it before it destroys them. So he sets out on
an epic quest to take the thing to the edge of the world and give
it back to the gods.
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Wealth Is Like That

A sudden windfall of money is like that glass bottle falling
from the sky. It looks appealing at first. It seems as if it will be
the answer to all your problems. But then it shows its power to
corrupt and enslave and turn people against one another.

Wealth’s most natural ability is the ability to destroy
contentment.

When before, the old clunker car had been all right, now
it’s terrible and in need of replacement. When the small home
had been enough before, now it’s an embarrassment and must
be swapped out for something befitting your new status. When
once youd had enough to be comfortable, now there always
seems to be one more thing you need.

Oh, for the day when you were content with food to eat
and a roof over your head!

Xi figured out the way to handle wealth. He held it
reluctantly, as if it were radioactive, because he knew how
dangerous it could be.

We are not saying that wealth is inherently evil. When you
compare the United States to all other nations, you see that
even the poorest American has more than the average person
globally.

We are not advocating a complete downsizing to a
cardboard box and a shopping cart. What we are saying is that
we tend to have the wrong notion about wealth. It can be a
blessing or it can bring serious harm to our businesses, our
families, and us.
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The Right Understanding of Wealth
A STORY FROM KIM

Growing up in a house with five kids and a frugal dad meant
there was a lot of sharing. We would share meals, gifts, and
toys. In seventh grade I started working at my dad’s office and
was required to buy my own stuff. That’s when sharing didn’t
seem fair anymore. If I bought a bag of chips with my own
money, I had to share it with my brothers and sisters, even
though sometimes I didn’t feel like it. My sisters liked my cool
clothes and would sneak into my room and borrow what they
wanted.

I'd go down and complain to my dad, but his answer was
always the same: “Everything belongs to God, Kim. We are
only caretakers of His things. What would He want you to do?”

“But if 'm the caretaker shouldn’t I get to determine if I
share or not?”

“Yes, you should. So what would God want you do to?”
For years this was confusing to me, but I finally got it.

God gives and takes away, and we need to be good stewards of
whatever He gives. God can’t give to a closed hand; we can only
receive from open hands. So keep your hands open for giving
and receiving. My dad modeled this for me. You may debate his
parenting style, but long term, if you were to ask my kids (now
adults) who something belongs to, theyd tell you it belongs to
God.

We believe we are essentially asset managers. An asset
manager is someone who takes responsibility over a client’s
stocks, bonds, real estate, and so on, and manages them to meet
the client’s goals. An asset manager basically takes the client’s
wealth and works with it to try to bring about more wealth or
to otherwise manage it according to the client’s wishes.
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It’s the modern term for a sfeward. In biblical times, a
steward was a servant who took care of someone else’s land,
home, flocks, money, and belongings to achieve the mastet’s
purposes. Whenever the master went away, the steward was in
charge of everything, handling it in the way the master would
want.

We should be stewards. We’ve been given various forms of
wealth: abilities, attributes, intelligence, talents, time, relation-
ships, and financial resources. We believe none of it is ours. It
all belongs to the Master, and though we’re allowed to make
use of it here, we’re doing so at the behest of someone else,
someone who will want to know what we’ve done with what
He put us in charge of while we were here.

Wealth, like any other resource we’ve been asked to manage,
isn’t evil—it’s neutral. But it is dangerous, as Xi discovered
with the Coke bottle. It does have the power to corrupt and
divide and to cancel out the blissful contentment we’d enjoyed
before it came.

You play the hand you’re dealt. Riches constitute one of
the hands you’ve been dealt in this life. Maybe it’s a royal flush

or maybe it’s only a pair of twos. Either

, way, what matters isn’t how much wealth
It’s not how much .
you have; what matters is how you deal
wealth you have; . , .
I with the resources you’ve been given.
it’s how you deal .
, You are responsible for how you
with the resonrces iy
, . react to the opportunities set before
you’ve been given. . .
you. The response is up to you—and it

reveals your character.

Some people are dealt a weak hand when it comes to
finances.

So what? Those people still have to respond well to the
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hand they’ve been dealt. Others are dealt a stronger hand,
financially speaking. Again, so what? It’s something they were
given, not something they did themselves. As someone once
said, “Some people are born on third base and go through life
thinking they hit a triple.”

Some folks are dealt a strong hand in terms of health and
relationships but a weak hand in talents and money. Others are
flush with time but have very little in terms of health. Each
resource is a hand you’re dealt. You’ll be strong in some suits
and weak in others. That’s the way the cards are dealt.

Everyone does not have the same hand. But everyone is
faced with the same mandate: deal rightly with what you've
been given. We are to be like the steward whose master is going
away on a trip and leaving him in charge. The master hands
him some resources and says, effectively, “Do business with all
this until I return.” (See Luke 19.)

How are you doing as an asset manager? You don’t have
all the master’s wealth, certainly, but you have some of it. How
are you investing it? You don’t have every talent or skill under
the sun, but you have some. How are you investing them?
What about the time that is yours to spend? What about the
relationships in your care? How are you pursuing the Master’s
goals with the portion of His estate He’s left you in charge of?

In the parable referenced above, the master returns from
his trip and calls his stewards to account. Those who invested
his assets wisely are rewarded with increased responsibility and
honor in the master’s estate. Those who invested poorly or not
at all are punished.

The little we’re charged with managing is our testing for
how much we’ll be given in the future. “To everyone who has,
more shall be given, but from the one who does not have, even
what he does have shall be taken away” (Luke 19:26 NASB).

How you manage your resources matters.
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The Purpose of Possessions

We believe there are three purposes for possessions. The first
is the provision of basic needs. The second is the celebration of
life. And the third is service.

Basic Needs

A wise man said, “If we have food and clothing, we will be
content with that” (1 Timothy 6:8, NIV). He was expressing
an understanding of possessions. He knew that we need a few
things to sustain life, but that’s about all we truly need.

We certainly want more than that. Our lives would be
more comfortable if we also had a decent place to live, a means
of transportation, heating and cooling, running water, and the
like. But if you were to boil it all down to the basic requirements,
we don’t need much.

A STORY FROM KIM
Most people think they have too little, but I disagree. I
believe we have everything we need for what we need to do.

If I needed more, more would be given to me. So how am
I going to use what I’ve received?

That perspective takes a lot of the pressure off, we think.
We have—right now—exactly the amount of resources we
need. Now we can quit worrying about the more or less of
it and concentrate on applying what we have been given in
support of our purpose.

So long as our basic needs are met, we have enough. But
sometimes we’re given possessions beyond those basics. This
is good and bad. It’s good because we can enjoy it. It’s bad if
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this elevated level of belongings becomes what we consider our
minimum requirements.

A STORY FROM KEN

When I was twelve, my dad took me on a fishing trip in
the Boundary Waters Canoe Area Wilderness of northern
Minnesota. After four days of catching nothing and being
hungry, I ate something I detested—Lipton split-pea soup. It
was fantastic, the best soup I'd ever had. One week later, at
home, after requesting it, I couldn’t keep it down. It is so easy
to become spoiled with all the abundance around us.

We can rejoice in our added possessions. But with added
resources comes added responsibilities. “From everyone who
has been given much, much will be demanded and to whom
they entrusted much, of him they will ask all the more” (Luke
12:48 NASB).

To the degree that you have been given abundance above
the basic needs, to that same degree you’ll be asked to be a
faithful steward.

Be careful what you wish for.

The Celebration of Life

The first purpose of possessions is to provide for our basic
needs.

The second is to allow us to celebrate life.

Did you catch that? You have been supplied with things so
you can enjoy them. Enjoy what has been provided for you.
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A STORY FROM KIM

One of the things I admire about my husband, Wayne, is
that he is great at celebrations. In fact, it has become a value
in our home. We look for ways to make memories and to take
the time to celebrate life and family. Every Christmas season,
Wayne makes an extravagant gingerbread cookie display
(structures like the Sydney Opera House and the Kremlin in
Moscow), and then as a family we blow it up with fireworks on
New Year’s Eve. When my kids were elementary school-aged,
we would do a family day and pick a child to celebrate that
day. When it was Gracie’s day, we would all brainstorm things
that we could do that started with a G for Gracie. We could
play games; eat goat cheese; maybe we would drive go-carts;
we could throw grapes at each other, chase a goose, play golf,
or feed some giraffes.

If there was a political debate on TV, we would get red
and blue M&M’s and put them on the coffee table. If we
liked something that a candidate said, we would eat either a
red or a blue M&M for that political party. In the spring, we
always do the March Madness college basketball brackets and
have a fun prize for the winner. We love to make a guess for
when the first snow will come. We love to cook together and
sit on the back porch and play guitars and sing. We have a
Hanson family WWE belt that we can win when we hold a
competition. My kids are now adults, but I still get texts and
calls from them: “Mom, are we going to get together on May
fourth and do a Star Wars marathon? (May the 4th be WITH
YOU).” Celebrations and creative times of entertainment with
the family are so important for fostering positive memories
and traditions in our family.
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Is it possible to go across the line from enjoyment into
indulgence? Sure. But where that line is will be something you
have to decide. It will vary from person to person and probably
from time to time even with the same person. Take the time to
travel, to create memories and celebrate each other.

We must beware of setting ourselves up as judge when
other people look as if they have moved into overindulgence.

That’s an issue for that person to decide—not us. We must
remain on guard because our hearts tend to judge others who
are more fortunate.

Service

The third purpose for possessions is service. We have been
given resources so we can use them to meet the needs of others.

Perhaps you have a chain saw and your elderly neighbor
needs wood cut for the winter. You may have an extra car and
someone on your block needs a vehicle. Serve at your church
or find charities where you can volunteer. Do you have a rare
blood type? Give.

I'm not saying you have to give to every need that comes
along. Your purpose will guide you here (see chapter 1). What
we are saying is that you're a steward, an asset manager. When
a need is brought to your attention, sometimes that’s a clue for
you to cut a check, literally or figuratively, from the assets youre
managing to help alleviate the anxiety or suffering around you.

Possessions and other resources are good things. They’re
part of the estate that’s been left in your care.
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Wealth

You’ve heard people misquote an important phrase. They say,
“Money is the root of all evil.”

Too bad they got it wrong. Money isn’t the root of all evil.
Money is neutral, like the poppy seed, which can be used to
create either delightful muffins or heroin. It’s not money that is
the root of all evil, it’s the love of it. Here’s the correct phrase:
“For the love of money is a root of all sorts of evil” (1 Timothy
0:10 NASB).

We define income as a measure of the help we are able to
give others. It’s a good thing to earn lots of money. When you
earn lots of money, you are in a position to help others.

However, there is a major difference between earning
money and accumulating money. For us, accumulating beyond
what we need to meet our basic needs and a reasonable
celebration of life is just hoarding. But using any additional
earning to serve others creates a double good: the good we
create in earning by serving and the good created by giving to
others our earnings that are beyond our needs.

But this runs counter to our culture, doesn’t it? In our
wortld you’re not somebody unless you have a lot of loot. If you
don’t drive an expensive car, wear high-priced jewelry, dress in
designer clothes, or live in a big house, you’re a nobody.

And we buy into that idea (literally), as our many debts
testify. Credit cards fuel an artificial feeling of wealth and give
the illusion of riches. We chase after wealth, and sometimes
wander away and find ourselves pierced with many griefs.
credit card bills being one of them.
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Here are a few other dangers of wealth:

* Wealth creates a false sense of independence and securi-
ty—who needs someone else when you can buy yourself
out of any problem?

¢ Wealth creates fuzzy thinking about our importance—
maybe I really am superior to the “little people.”

¢ Wealth tempts us with greed and a desire for more and
more.

e Wealth tempts us with pride. We think we’re smart or
special or that all our success is solely because of our
own efforts.

Keep in mind that wealth is like that bottle that fell on
Xi’s head in the desert. It seems desirable but it can prove to be
destructive. Riches are safe only when handled carefully
if you’re dealing with radioactive waste. Wealth, like radiation,

as

can be a great benefit if used correctly. But it can easily burn
you, too.

And yet sometimes we are granted riches. Viewed correctly,
wealth can be a great blessing.

If you find yourself suddenly wealthier (or suddenly poorer),
beware. Anytime we experience a shift from one standard
to another, it will cause stress in our lives. Sudden financial
loss can result in over compensation, as we override the shift
by going into debt. But sudden financial gain can be just as
damaging, as a glance at the personal lives of many lottery
winners or college-athletes-turned-pro will illustrate.

Nevertheless, if you develop a wholesome mindset to-
ward whatever you have—wealth, poverty, or something in
between—you can find peace in the midst of it. You need to
cultivate thankfulness, stewardship, and contentment.
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Wealth handled in this way can be a blessing to you and
those around you. Here are some benefits of wealth:

¢ Wealth can help you celebrate life.

* Wealth can provide you with the opportunity to invest in
higher purposes.

¢ Wealth can be used to bless others.

Our whole endeavor is focused on giving instead of getting.
We don’t please God on the basis of our cunning investments
but on whether or not we use whatever we've been given for good.

We believe that it’s better to be a good steward of what
you’ve been given than to become rich.

Contentment

Contentment is a word you’ve probably experienced in your life,

and if you're like most people, you've experienced the lack of

it, too. Contentment might be defined as a peaceful satisfaction

with one’s situation in life. It is ease of mind, a happy state in
which you do not feel you are lacking anything you need.

How often do you feel this way? Is

it your normal state of mind or have you

experienced it only fleetingly, such as

Contentment is when you’ve won the championship or
what happens bought the house of your dreams?
when you decide Contentment is a choice. Most people
that everything think contentment is what happens
Jou already have when you get everything you want, but
is all you need. who ever gets that? Contentment isn’t

what happens when you get everything

you want; contentment is what happens
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when you decide that everything you already have is all you
need—even if you have nothing but food and clothing. It’s
when you realize, “Hey, I've got enough right now. I’'ve got more
than enough. I don’t need anything else. I might even be able to
give some of this stuff away to someone else.”

Are you there? Do you look at your basic needs and realize
that not only are they met, but also that you have a lot of other
things that many people don’t have? Sure, you could get a
bigger this or a newer that, but chasing after those things is
tutile.

Stop the chase. Redraw the circle that says, “I’ll be happy
when X comes into my circle.” Cast the circle again so that it
includes your basic needs only. When you do that, youll see
that you already have the thing you’ve been knocking yourself
out to get.

Contentment is being OK with whatever comes your
way, whether it’s wealth or poverty or something in between.
Whether it’s health or sickness, safety or peril, peace or crisis—
in it, you’ll be able to rest in a peace unlike any the world gives.
That doesn’t mean you have to jump for joy when tragedy
comes or when things don’t work out as youd hoped. But it
means your contentment, your sense that all is right with the
wortld, is not touched, come what may.

We love the story of why the hymn “It Is Well with My
Soul” was written. Horatio G. Spafford was an American lawyer
turned hymnist in the late nineteenth century. He suffered
many appalling tragedies in his life. His only son died from
illness in 1871. That same year the Great Chicago Fire ruined
him financially. And in an accident at sea two years later, all
four of his daughters were drowned.
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Soon after this last loss, while in a ship passing near the
spot where his daughters had been killed, he was inspired to
write the words to an incredible song, which begins like this:

When peace like a river attendeth my way.
When sorrows like sea billows roll;

Whatever my lot, Thou hast tanght me to say,
It is well, it is well, with my soul.

How about you? Is it well with your soul, even though
sorrows are rolling like the billows of the sea in a hardship in
your life?

Contentment like this is a choice. It is something you can have
by understanding simple ideas like these:

* My Maker is in control, and He is good—and what
comes into my life is for my benefit, though I may not be
able to see it now.

e Trials and hardships come to develop and display my
character.

If you lack contentment, you'll be motivated by all the
wrong things. You’ll be trying to go out and find something to
fill this awful, yawning emptiness you feel.

We have found that discontented people fall into two
categories—both unpleasant. On the one hand you have those
whose discontentment propels them to try to change their
situation to match what they think contentment looks like.
They’re dissatisfied with who they are, what they are, and what
they have, so they’re out agitating for improvement. The truth
is that no amount of stuff, no matter how good, will ever satisfy.
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On the other hand, you have those whose discontentment
causes them to retreat from life. They feel vulnerable and
lacking and probably have been deeply hurt, so they retract
into a defensive position in which they feel they can insulate
themselves from further hurt. They, unlike the other group,
are not motivated to do anything. They’re passive, complacent.
They have little ambition or motivation in life. On the surface
they may appear satisfied because they don’t seem to be striving
for “more,” but in reality they’re operating out of a sense of
hopeless emptiness they believe can never be filled.

Whether you have wealth or poverty, contentment is the
greater possession. Contentment allows peace, like a river, to
attend your soul. It sails you across rolling waters in a deep
sense of ease.

Giving and Receiving

Earlier we talked about three purposes for wealth: to supply
basic needs, to enjoy life, and to serve others.

The ultimate privilege of having an abundance of any
resource, financial or otherwise, is the ability to join in a greater
purpose. We do that through giving: when you give, you are
being like God, who gives to all generously and without reproach.

The second comment is about the other side of giving: re-
ceiving. Giving and receiving have been compared to breath-
ing. You can’t exhale unless you also inhale, after all.

A STORY FROM KIM

T'used to have a hard time accepting compliments. I would also
find it difficult to allow people to help me, to pay for my meal
or the like. Yet I expected others to accept my gifts. Once, 1
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was carrying my twins across a large parking lot into church.
My twins were about five months old, and I was carrying them
both in their car seats; one in each hand would get very heavy,
not to mention a large diaper bag and a three-year-old son in
tow. I remember grumbling under my breath, “Boy, I sure
could use some help!” The greeter at the front door welcomed
me with a big smile and offered to help me by taking one of the
babies. I told him, “Oh, thank you for offering, but I’'m almost
there now!” As I walked down the hall, I felt convicted. God
had answered my grumbling prayer and had sent me the help I
needed, but I had just rejected it. I had robbed the greeter of a
blessing and the joy of giving, and besides, I truly did need the
help. That put a whole different light on it. I suddenly realized
there was a need for me to become a gracious receiver.

Since that day I’ve made it a point to say, “Thank you”
when given a compliment, accepting an offer of help, or being
given a meal.

Conclusion

It is likely that you have wealth to some degree. Your basic
needs have been met and you are in a position to bless others
with some excess.

Your LearningRx center is a tangible channel through which
you can extend the giving, You are bringing hope and help and
improvement that will change lives and bestow glad futures.

You also have other resources that have been given over to
you as asset manager. How are you investing them?

Don’t weary yourself in the useless pursuit of wealth.
Instead, be content with what you have. Enjoy the things
you’ve been given and always be on the lookout for how you
can apply those resources toward those who need your love.
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Seek contentment and the wisdom about how to invest
whatever it is you have been given to steward. Handled carefully
and with the right attitude, the Coke bottle of wealth can bring
great blessing to your village. “Godliness with contentment is
great gain” (1 Timothy 6:6 NIV).
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CONCLUSION
PURPOSE & SUCCESS REVISITED

s you've read throughout this book you’ve no doubt
Anoticed references to God and the Bible. We wanted

this book to be a business book rather than one about
one’s faith journey.

We've learned that living on Sunday in a way that is
different from how you live the rest of the week may help you
get by easier, but it’s hypocritical.

This book has been written to help you succeed. If you
succeed in business, we’ll be pleased, and if the book helps
you in life, we’ll be even happier. But if it helps you find
your purpose—which, we believe, can be found only in your
Creator—we’ll be ecstatic.

What purpose does God have in mind?

We believe that the glory of any created thing is to fulfill its
created purpose. If that’s true, what is your purpose and what
are you doing about fulfilling it?
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APPENDIX
PRINCIPLES OF SUCCESS

Purpose instills your life with a sense of meaning, passion,
and purpose.

Truthfulness establishes trust with others.

You should never waste your suffering but should let it be an
opportunity for growth.

When things go well, look through the window; when things
go badly, look in the mirror.

Nurturing negative thinking is like taking poison and waiting
for others to die.

Decisiveness is not so much the ability to think quickly as the
ability to compare the opportunity with your purpose.

Always seek refinements to enhance what you’re doing.
Yy y g

The unfocused use of your time is a sure path to mediocrity
in business.

If one person casts a vision and many people catch it,
everything can be changed.

Concentrate first on the biggest priorities and the lesser
priorities will fall into place.
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* Break goals down into bite-sized tasks.

* Your influence is determined by the degree you place other
people’s interests above your own.

* With every pair of hands you hire, you get a free brain.

* When you are a server to your customers and staff, they will
follow you.

* Marketing is not an expense; it is an investment and drives
your revenue.

* Your value is determined by how much more you give than
take.

e Treat your customers not only as you would want to be
treated, but as you want your staff to treat customers.

* Budget a profit.

¢ It’s not how much wealth you have; it’s how you deal with the
resources you’ve been given.

* Your earnings are determined by how many people you serve
and how well you serve them.

¢ Contentment is what happens when you decide that
everything you already have is all you need.

* You cannot fully give until you can also graciously receive.

* The glory of any created thing is to fulfill its created purpose.
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Kim and Ken on a recent vacation.

Kim’s card she made
at age nine, her first
business adventure.

Ken with Kim when
she was a toddler.
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