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    Summary of Indispensable By Monday (Larry Myler)


    Learn how to help your company in order to help yourself


    Pull money out of thin air


    Make it all work – starting this Monday

  


  
    Book Presentation

    Indispensable By Monday by Larry Myler


    Book Abstract


    MAIN IDEA


    You become indispensable at work when you consistently and systematically bring in more money than you cost week after week and month after month. Prove that you do that and learn how to quantify and then articulate the direct financial contribution you make to the firm that employs you and you will greatly enhance your employability. In fact, you’ll become indispensable, even when layoffs are being made all around you.


    So how do you make money for your firm? There are lots of different ways:


    
      	If you’re in sales or other direct revenue positions, you can put together more profitable deals for your company. That would an obvious way to make yourself indispensable.


      	If you regularly and consistently propose cost-cutting ideas which work, you also become indispensable.


      	If you can come up with fresh ideas for producing new revenue streams for your company, that would do it as well.


      	If you can make workable suggestions on how to streamline internal processes to save your firm time and money, that would also be a good building block for becoming indispensable.

    


    Overall, if you create unexpected profits for your firm and show that you can consistently pull money out of thin air, not only will you become indispensable but more than likely you’ll get promoted as well. The key is to document what’s going on so you can prove your worth.


    “The vast majority of advice you can find on topics like getting a job, keeping your job, or being promoted is – for lack of a better term – fluff. By and large, it’s mostly about political, non-value-added tactics. But what you really need to do is help the company earn more money than it spends and spend less than it earns – period. Creating profit for your company is always your best approach, in good times or bad.”


    – Larry Myler


    About the Author


    LARRY MYLER is a business strategist and consultant. He has more than 30 years’ experience helping clients build their businesses. Mr. Myler, a graduate of Brigham Young University and the University of Utah, is founder and CEO of More or Less, Inc., a management consulting firm which has clients ranging from start-ups to Fortune 500 companies. Mr. Myler previously served as president of VitalSmarts, an organizational development training firm.


    The Web site for this book is at www.IndispensableByMonday.com.


    Important Note About This Ebook


    This is a summary and not a critique or a review of the book. It does not offer judgment or opinion on the content of the book. This summary may not be organized chapter-wise but is an overview of the main ideas, viewpoints and arguments from the book as a whole. This means that the organization of this summary is not a representation of the book.


    Summary of Indispensable By Monday (Larry Myler)


    Learn how to help your company in order to help yourself


    Every company must earn more than it spends to stay in business. This extends to the personal level as well. To become indispensable as an employee, you must show that you generate more revenue than you cost as an employee. Develop a personal Profit & Loss Statement which quantifies what you’re bringing to the company and what you take away. Prove definitively you contribute positively to the company’s bottom line and then work to add even more value in the future and you’ll never be out of work. Document all your new ideas in written profit proposals so you have a written record of exactly what you’ve done and how your ideas worked out when implemented.


    Pure and simple you become indispensable at work if you bring in more than you cost. To show indisputably this is the case, you need to be able to show your boss your personal Profit & Loss Statement.


    If you work in a sales or revenue generating position, your P&L is straightforward to put together:


    PERSONAL P&L – Direct Revenue Generator


    Revenue – What I bring in…………………$_________


    Break down into gross sales made by you of products and services, gross sales where you worked as a support, gross revenue from hours billed, etc.


    Costs – What I cost……………………$_________


    Break down into salary, commission, bonus, benefits, allowances, office space costs, management time, mistakes or rework you caused, etc.


    Estimated net profit (or loss)…………………$__________


    Admittedly there are profitable sales transactions and also not-so-profitable sales from the company’s point of view but if you’re in sales, developing your P&L should be relatively easy. Don’t worry if you don’t have the exact numbers at first – estimates are fine for now. You can fine-tune and fill in the blanks later.


    If you are not in sales or don’t bill customers directly, you can also develop your own personal P&L. You add value to the company by suggesting ideas which cut costs, by providing essential support services to the sales team and by helping the company’s important business processes run smoothly. Your P&L will be more along these lines:


    PERSONAL P&L – Nonsales Position


    Revenue – What I bring in…………………$__________


    Break down into cost saving initiatives, revenue generated from existing customers, revenue from refunds and rebates, process improvement measures, cash flow improvements, quality enhancements, etc.


    Costs – What I cost…………………$_________


    Break down into salary, bonus, benefits, allowances, office space costs, management time, mistakes or rework you caused, etc.


    Estimated net profit (or loss)………………$_________


    To enhance your indispensability, you need to be uncovering hidden and unexpected dollars for your company on a regular basis. Companies love this because those kinds of revenues are added directly to the bottom-line profits. If you can discover hidden money, it’s a windfall for your firm. Make doing this a habit and your boss will love you.


    In addition to knowing what your personal P&L looks like, you also need to document your indispensability. You do this by firstly by updating and storing your accomplishments on your resume which you always keep current in order to be considered for promotions. Imagine how your resume will look if you add:


    
      	Improved the company’s shipping processes resulting in a $25,000 saving – which would be the equivalent of an additional $1,785,715 in annual sales at current margins.


      	Reengineered the company’s order processing systems to remove unnecessary steps. This resulted in an annual profit contribution of $100,000. This would be the equivalent of $1,428,571 in annual sales revenue for the business.

    


    In order to enhance the likelihood your ideas will be implemented and to keep track of what you have accomplished, it’s helpful to document your ideas professionally and thoroughly. A good way to do this is to use a format something along the lines of this example:
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    Current Situation: We presently buy steel from four suppliers. If we use just two suppliers, we will qualify for better volume discounts.


    Proposed Change: I suggest we negotiate the best deals we can with two suppliers.


    Benefits of Proposal: Based on my analysis, I believe we could get a 3 percent discount from our suppliers. If achieved, that would increase our profits by $52,500 annually.


    Barriers to Implementation: It will take time and effort to negotiate this change. There would also be the matter of any existing long-term supply arrangements we have in place and orders already in the pipeline.


    Pull money out of thin air


    There are at least fourteen different ways you can add monetary value to your company’s bottom line. If you’re smart, you will use these ideas to pull money out of thin air for your company. Do this often enough and your company can’t afford to ever fire you.


    1. Come up with workable ways to cut costs


    You might assume your company has already cut its costs aggressively but when you go through your firm’s P&L statement line by line, you might be able to come up with ways your company can get what it needs for less.


    
      	Look at the amount your company spends each month on utilities. See if you can reduce these costs by doing things differently.


      	Explore the possibility of petitioning your county tax commission for a reduction in your property taxes.


      	Ensure your insurance coverage is correct and there isn’t a cheaper way to get insurance.


      	Explore whether cheaper cleaning products could be used instead.


      	Look at how your company deals with maintenance costs for potential reductions.


      	Come up with ways to extend the service life of your furniture, fixtures and equipment.


      	See whether you can get finished products shipped sooner or raw materials purchased later.


      	Track what advertising generates the most sales and cut the losers.


      	Invite suppliers to do cooperative advertising.


      	Shift more sales compensation from fixed costs to commission paid on actual sales made.


      	Link pay rises and bonuses to top performance.

    


    The good thing about many of these specific cost cutting initiatives is they can compound. Small savings repeated every year can mount up. So too can the savings when they are duplicated across multiple locations. These savings can sometimes be the equivalent of large increase in sales.


    2. Harvest more money from your customers


    You might assume the sales department has already explored every feasible way to increase sales revenues but that might be incorrect. As someone with an ear to the ground and direct contact with customers, you may be able to come up with a new idea everyone else has glossed over.


    By and large, most companies concentrate most of their efforts to generate sales in one of four quadrants:
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    Figure out which quadrant (or quadrants) your company is already active in and look for opportunities to increase sales in the other quadrants. For example, suppose you work for a company which is actively pursuing quadrant 3 (sell existing products and services to new customers) and quadrant 4 (sell new products or services to new customers) strategies. You might instead come up with a quadrant 1.5 idea (straddling quadrants 1 and 2): “How about offering add-on products or services to our existing customers? If they buy a basic service from us, can we do more for them for an extra fee?” This is the equivalent of “Would you like fries with that order?” and it’s an area many businesses are weak at.


    If everyone’s busy working on the high profile or glamor development projects in quadrant 4, you might come up with some good ideas by asking:


    
      	What do our customers spend time or money on before they buy what we offer?


      	What do they spend time or money on after they buy?


      	How can we make money by saving them the hassle either before or after the sale itself?

    


    3. Access refunds and rebates better


    Often, natural gas and electricity suppliers have to get permission from their state regulatory agency to hike their rates. It’s not at all unusual for those regulators to insist a certain percentage of that increase be given back to customers as rebates for installing energy-saving products like insulation, programmable thermostats, weather stripping or the like. Perhaps your company has taken advantage of these rebates but maybe nobody has got around to it. Either way, you should look into it.


    One company was able to reduce its sewer charges by $1,400 a month this way – that’s $16,800 which accrues to bottom line profits every year. In addition, the company applied for a refund of three years of past overcharges and received a one-off check for $50,400. At a 5 percent profit margin, the company would have to be selling an additional $3.36 million over 10 years to generate the $16,800 a month which came from this cost rebate, not even taking into account the one-time $50,400 windfall.


    “Taking advantage of an electric company rebate program, I proposed the installation of 30 programmable thermostats, 47 light-switch timers, and 63 infrared occupancy sensors. The total cost of $6,250, including installation, was recouped by rebate funds. The increased energy efficiency provides annual savings of $2,500, which represents the same amount of profit earned on $35,714 in sales.”


    – Larry Myler


    “Businesses don’t hire people and carry the attendant expense just for fun. You were asked to join the organization because somebody concluded that your position, generally, and you, specifically, would bring in more value than cost? Were they right? You might think so, but would the key decision makers agree?”


    – Larry Myler


    “Look into any and all rebate programs. Often, they may cover the entire cost of energy-efficient improvements, so they are indeed worth pursuing. In addition, the improvements themselves generally provide more than enough energy efficiency to cover any rate hikes.”


    – Larry Myler


    4. Improve business processes and earn


    Every business uses processes and every business works towards improving the efficiency and cost effectiveness of those processes constantly. These efforts can be boiled down to three basic rules-of-thumb:


    
      	Whenever you touch something you lose money – so one type of process improvement will be to change physical processes into their digital equivalents. Come up with new ways for physical processes to go digital and your processes will improve.


      	Whenever some thing or someone sits and waits, you lose money – so eliminate bottlenecks and inventories, delays and needless wait periods from your systems. Make things quicker and they will always cost less.


      	Whenever something is communicated unnecessarily, you lose money – so work to eliminate unnecessary meetings and other coordination activities.

    


    Find practical ways you can apply these rules-of-thumb and you will improve your processes and deliver bottom-line benefits. What you’re really trying to do is eliminate waste and reduce variance. The more you can standardize about your business, the better from a productivity point-of-view. If you can engage the knowledge and experience of your people more fully, impressive results can be generated.


    A good example is in the customer service department. It’s not unusual for management approval to be required for every refund made or service remedy provided. That approval is routinely given anyway so why not rely instead on the judgment of the customer service team member to act in the best interests of the company? One firm found when it eliminated the requirement for management to sign off on every service request, not only did customer satisfaction soar but there was $32,000 less paid out in total refunds. That amount is equivalent to $457,142 in company sales not even taking into account less management time is expended in this area and can be applied elsewhere to grow the business. All kinds of performance improvements are feasible when you focus on finding them.


    5. Catch costly mistakes before they happen


    Mistakes in business transactions are costly. Not only do you lose the immediate business at hand but you also often lose the future business that customer may have done with your company as well. And that same customer may tell others they shouldn’t try and do business with you either. One mistake can easily lead to thousands and even tens of thousands of dollars in lost future revenue for your company.


    So how can you catch costly mistakes before they happen?


    
      	Start by looking at your own performance and see whether you’re making the same mistake over and over. If so, ask for help. Do whatever it takes to sort out your own performance first. Make certain you’re not adding to the problem through your own incompetence or lack of attention.


      	Then try and spot your coworker’s mistakes. Talk to them and help them confront their mistakes in a cooperative rather than a confrontational way. Talk through some ideas on how to change your systems so mistakes become less frequent in the future.

    


    You’ll find your coworkers will react in many different ways to your initiative to reduce and ideally eliminate all mistakes. Some will say openly “It’s not my job to do that.” Others will say or act in the spirit of “I don’t get paid to do that stuff” or “I’m not a supervisor. What someone else does is up to them to get right.” Accept the good with the bad and do what you can. There can sometimes be dramatic payoffs for those who engage in these new behaviors.


    “Having observed costly mistakes in fulfillment due to inaccurate information, I proposed that IT audit their entire database of customers, starting with high-volume purchasers first. The effort uncovered 945 material errors, such as missing contracted restocking shipments, outdated product specs and inaccurate contact information. After the audit and corrections, rework and reshipping cost reductions were realized in the amount of over $185,000 in the first year, which is equal to the net profit from $2,642,857 in company sales.”


    – Larry Myler


    6. Recover lost customers


    Despite all your best efforts, sometimes mistakes will get out the door and result in an alienated customer. One way to make yourself indispensable is to become skilled at resuscitating these lost relationships.


    These are situations where sound judgment is required to succeed. You have to get to understand what went wrong and also determine whether the potential of the future relationship will be worth the time and effort you will invest in bringing them back. You also have to have a very even temperament because many of these situations are emotionally charged.


    Mending fences isn’t rocket science. You contact the customer, set up a meeting and then sit down with them and listen to their side of the story. Once you have a decent dialogue going and everything is out in the open, you then start figuring out what can realistically be done to resolve the situation to everyone’s satisfaction.


    Make certain whatever caused the problem in the first place isn’t still happening and then get to work winning back the trust of your estranged customer. Develop a solution and a compensation offer which makes financial sense for you and is attractive for them. Apologize sincerely and then get to work getting things back on track again.


    Your compensation plan might include a rebate on money paid in the past, a discount on new business transactions or something else again. Your approach should then be along these lines:


    
      	“We acknowledge things have not gone well in the past and sincerely apologize for these problems. We were wrong and we are prepared to compensate you for your trouble.”


      	“If the situation was reversed, we would feel the same way you do. There are good and logical reasons for the way things are at present, but we’d like to move forward into the future rather than become mired in the past.”


      	“This is our compensation offer. Can you accept our apology, and do you have any interest at all in taking advantage of our offer?” If they answer “No”, have a backup compensation offer in mind which is not dependent on future purchases.

    


    7. Find ways to do your job better


    To add value to your company, improve


    
      	Get better at handling disruptions effectively –so you can spend more of your work time being productive. Managing disruptions will take a blend of self-discipline and good interpersonal skills to pull off but the productivity boost gained by doing this can be impressive. Logically the more you can cut down on interruptions, the more time you have available for genuinely productive work.


      	Evaluate the quality of your work – and find ways to consistently come up with better quality stuff. Challenge yourself to step up to the next level and then follow through and do that.


      	Consider seeking more formal education – to obtain better knowledge and skills. Not only will furthering your education add value to your company but it will also place you in line to be paid more in the future.


      	Take advantage of informal educational opportunities – read books or industry journals and make a deliberate and concentrated effort to learn more about your area of expertise.


      	Become more aware of world and economic events – because this kind of knowledge will add relevance to your job. Being better informed is a great way to differentiate yourself in your office.


      	Get to know your customer’s needs in more depth – go and see them and listen to what they say. Ask them how well your company is serving them and what you can and should do to help them more.


      	Arrange your workspace so you can move faster – so you can physically manage to fit more tasks into each and every workday.


      	Learn how to think creatively – and keep on injecting fresh ideas and different approaches into what you do. The more creative your thinking is whenever your company is looking for fresh ideas to boost profits, the more indispensable you become.

    


    8. Use your vacation time productively


    

    

    

    

    9. Help your suppliers make more money


    

    

    

    

    

    10. Give your customers found money


    

    

    
      	Build confidence first – because they will naturally be skeptical to start with. Be patient and build the relationship gradually rather than expecting everything to happen instantaneously.


      	Don’t give all your strategies at one time – but perhaps give them one new idea each month or each quarter. Let them try what you suggest at their own pace rather than forcing the issue.


      	
        Build profit enhancement right into your sales approach – get others in on the act as well. Have your salespeople say to their prospects: “Before you make a decision on whether or not you will order our product, I’d like to show you how your company can generate more than enough new money to pay for it.” This is clearly a great approach to take and enhances your competitiveness.

        

        

        

        
      

    


    11. Improve your company’s cashflows


    

    
      	Revamp your invoicing system – to ensure your company is actually billing correctly for the work it is doing. This alone may result in thousands of additional revenue each year.


      	Get your customers to pay a month in advance for their purchases – rather than the more traditional month in arrears. Give them incentives for meeting these payment terms and make this your standard business practice. New customers will accept it without question. You might phase this in by getting existing customers to start paying 50 percent in advance and 50 percent in arrears for a number of months first.


      	Follow the Dell business model – where customers pay for their purchases at the time they place the order and you then get to work manufacturing to their exact specifications. If you do this, you will have no need to seek additional working capital. If for some reason this is not possible, at the very least you can and should make the entire amount due upon delivery, with no credit extended.

    


    

    
      	Shorten your accounts receivables period.


      	Shorten the time inventory sits around or is in transit.


      	Lengthen the time you take to pay suppliers.

    


    

    12. Find unexpected competitive advantages


    

    

    

    
      	Offer more and raise your prices – bring to market a high-end product or service which costs more but provides tremendous added value for customers.


      	Keep your offering the same but raise your prices – which can work if customers perceive higher prices means higher value.


      	Offer customers less but charge them more – which sounds audacious but it does happen all the time. Sometimes, less is more and your customers will respond positively to a simplified offering.


      	Offer more for the same price – by passing on new cost efficiencies you have come up with. If new competitors are forcing you to go to this position, figure out what you can do to differentiate your offering by bundling with another product, by incorporating value-added services or by upgrading aspects of your product like packaging.


      	Offer less at the same price – like ice cream makers offering half-gallon cartons. You might gamble your existing customer loyalty will trump resistance to the price rise.


      	Give more and charge less – or in other words commoditization. You may do this if you’re in a strong financial position and you’re trying to force a weaker competitor to leave the market. Find a way to add customer value and become a high volume player to respond.


      	Charge less for the same thing – which may be helpful in a market downturn. This is more visible than getting more for the same price.


      	Charge less and give less – provide a less expensive version of your product and price it accordingly.

    


    

    

    

    

    13. Work more for less money


    

    
      	Do more and get paid more – demonstrate that you’re ready to be better compensated.


      	Get more money doing your current job – propose cost-cutting and revenue generating ideas while performing all your usual tasks.


      	Get paid more to do less – come up with more efficient ways to do your job and at the same time get rewards for increasing the company’s profits.


      	Do more for the same pay – to keep your job in a downturn situation perhaps.


      	Do less and get paid the same – by streamlining your efforts and getting smarter about how you do things.


      	Get paid less and do more – which might be necessary if your company is fighting to survive.


      	Get paid less for the same work – which again might happen during a severe market downturn.


      	Do less and get paid less – which might suit if you’re changing your lifestyle.

    


    

    

    

    14. Apply soft skills to make solid results


    

    

    

    

    

    

    

    

    

    

    

    

    

    

    
      	Is the dollar value of this idea high or low from the perspective of our firm’s overall revenues?


      	Is the probability we can find and then implement this solution low or high?

    


    

    

    

    

    
      	Your own personal P&L Statement – showing how much it cost the company to employ you in the previous year and what amount of money you earned for the company.


      	A personal balance sheet – which lists your tangible assets (such as the future cash value of recurring profit innovations) and intangible assets (such as strong communication skills or progress towards an advanced degree) which give you the capacity to bring in more money for the firm in the future.


      	Copies of all the profit proposals you put forward in the past year – whether they were finally implemented or not.


      	A plan for the coming year – what you propose to work on which will further help the company’s finances including what you will do to get better at your job in that period.


      	An updated resume – which includes details of the financial results of all the proposals which were implemented since your last appraisal.
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