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			More Praise for The Ultimate Sales Machine

			“Chet Holmes is one of the best marketers on the planet. This book proves it. It’s a landmark work that you could read and reread forever and just keep getting more and more out of it.”

			—Hale Dwoskin, New York Times bestselling author of The Sedona Method

			“This cornerstone book is adored by all who read it. Just wait until you read the new edition. Amanda’s modern additions are a perfect balance to her father’s legendary methods. Her foreword might make you tear up, and the final chapter will give you goosebumps.”

			—Rachel Pedersen, CEO of RBP Productions

			“We all sell for a living—some of us know this and the rest of us don’t yet. Either way you have to read this book. Chet Holmes is a consummate professional with sales and marketing know-how that even Homer Simpson could implement without a brain transplant. . . . Applying the success systems in this book will transform your business and your life.”

			—Stewart Emery, bestselling coauthor of Success Built to Last

			“Nobody knows more about how to create the ultimate sales machine than Chet Holmes. Read this book and supercharge your business.”

			—Mark Thompson, bestselling coauthor of Success Built to Last

			“I built my first company to become the fifty-ninth fastest growing private company in America, and my second one to $85 million in just twenty-one months. We used Chet’s concepts at both companies and there is just no one that has such powerful yet practical ways to grow companies. And I love the idea that to be great you only need to know twelve things, not four thousand. That’s proven to be so true in my life.”

			—Scott Hallman, CEO of Business Growth Dynamics, Inc.

			“The Ultimate Sales Machine is one of my favorite sales books of all time for a simple reason: it’s based on the author’s personal experience of improving the sales of hundreds of companies over many, many years. You won’t find fluffy theory in this book—just twelve clear priorities that will help you improve your profit margins and make more sales.”

			—Josh Kaufman, author of The Personal MBA

			“As a friend and colleague of Chet’s, the thing I respected most about him was his marketing mind. I refer The Ultimate Sales Machine to thousands yearly and tell them it’s a misnomer. In fact, I often say it’s not about sales at all; it’s about how to create a marketing machine that generates sales.”

			—Tom Schaff, managing partner of Major League Sales

			“This is by far the best sales book I have ever read and I have read hundreds. As someone who runs [more than] fifteen companies and employs more than six hundred people, I can honestly say this is a book I will refer to for decades to come.”

			—A. Harrison Barnes, CEO of Juriscape

			“It’s rare to come across a business book that explains how to be successful in ALL the critical categories necessary to build and scale a business. Sales, time management, marketing, hiring superstars, goal setting, to name a few, are all covered with incredible clarity. The Ultimate Sales Machine is truly in a class by itself.”

			—Yitzchok Saftlas, 77WABC Radio Host and CEO of Bottom Line Marketing Group

			“Chet not only knows more and better ways to grow sales than probably anyone, but even more important, he has the systems that make his concepts realistic and easy to implement. Most of the books I’ve read on business growth are interesting. But this man’s material is out-of-the-park great.”

			—Loral Langemeier, author of The Millionaire Maker’s Guide to Creating a Cash Machine for Life

			“Far more than just another sales book.”

			—Entrepreneur Magazine

			“A holistic sales and marketing campaign that works.”

			—Booklist

			“A powerful, entertaining guidebook to mastering the fundamentals that drive thriving sales.”

			—Kirkus Reviews

			“Hundreds of my colleagues in Motilal Oswal Financial Services Ltd. have read The Ultimate Sales Machine, not once, but a few times. It is one of my personal favorites. We serve over a million customers because we live and breathe what is in this book: mastery, pigheaded discipline, and many more of the strategies.”

			—Motilal Oswal, founder of Motilal Oswal Financial Services Ltd.

			“If you want to double your business, you need to read and reread The Ultimate Sales Machine and apply every principle you learn with pigheaded discipline and determination. I can say that this book has helped me generate tens of millions of dollars of revenue for my various start-ups over the last decade of rereading. This is the most effective business book I have ever read for scaling your business, and I highly recommend it to everyone.”

			—Kristopher B. Jones, founder of LSEO.com

			“Chet has the best material I’ve seen for how to attract an army of top producers—and how to get the most out of them once you get them.”

			—T. Harv Eker, #1 New York Times bestselling author of Secrets of the Millionaire Mind
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			Chet Holmes is a marketing and sales legend. The Ultimate Sales Machine has become a cult classic for any entrepreneur, executive, or salesperson looking to become number one. Over the last thirty years, and even after Chet’s passing in 2012, his company has continued to create sustainable success for more than 250,000 businesses, from start-ups to over eighty of the Fortune 500.

			Chet’s timeless strategies have created more than seventy-five training programs selling in over a hundred countries and inspiring the most powerful business minds today. He pioneered education-based marketing thirty years ago, before content marketing hit the scene. He was a visionary way before his time with techniques like the Core Story, which have assisted executives in thousands of industries to become number one in their market. He invented the Dream 100 concept, which has doubled the size of more companies than any other strategy.

			He is remembered most for his pigheaded discipline and determination. His legacy has far succeeded him, with hundreds of certified growth experts training companies in his methods. Chet was a self-made success, born in the Bronx, New York. He made his big break working for billionaire Charlie Munger (business partner to Warren Buffett). He doubled the sales of several divisions for Munger multiple years in a row. Then he went on to craft hundreds of advertising campaigns and sales systems for some of the industry’s biggest names, like NBC, Citibank, Warner Bros., GNC, Wells Fargo, Estée Lauder, and Merrill, and small businesses of every kind.

			His legacy lives on in every person who reads this book, studies his strategies, and implements them in the field. And if you knew him personally, you know he considered his children to be his greatest work of all.

			Turn your company into the Ultimate Sales Machine with these helpful additional resources at chetholmes.com/book
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			Amanda Holmes is the daughter of Chet Holmes and current CEO of Chet Holmes International. After the unexpected passing of her father, she inherited his multi-million-dollar enterprise at the young age of 24. This was a shock to everyone, as there were zero succession plans in place. She managed to save the business, merging her father’s proven process with her own forward-thinking ideas for the next generation. Her success has made it clear that she was born to lead. With her new innovations, she has carried on his legacy for the last decade, doubling their clients across divisions for multiple years in a row.

			Amanda’s incredible story has been featured in Inc., Entrepreneur, Forbes, and more. She also has spoken at some of the most notable companies in the industry, including Berkshire Hathaway, the Traffic & Conversion Summit, and HubSpot’s Inbound.

			Because of the impact of losing her father so young, Amanda has been on a mission to assist professionals to live a healthy, purposeful life in conjunction with creating their Ultimate Sales Machine. Discover more about How to Live a Rich and Full Life in Chapter Thirteen.
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			This book is dedicated to the best person I’ve ever known my entire life. And I got to marry her. The “salt of the earth” never tasted so sweet.

			To my Vickey, the lady fantastic
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			A Note to the Reader

			I’ve heard Chet Holmes speak on many occasions, and I’ve had the privilege of working with him on many others. He is so accomplished and wise in a broad array of topics that I began to encourage him to write a book. It took a lot of pigheaded discipline and determination on my part to finally get him to do it.

			Now that I’ve read The Ultimate Sales Machine, I’m even more proud of my accomplishment in getting Chet to finally put it all into writing. All along, I thought that he would select one of his many areas of expertise as the topic for the book. I had no idea that he would include all the areas in one masterful book. I knew that Chet was a brilliant speaker. And I also knew that he was a talented scriptwriter. But I never dreamt that he was as good a writer as he demonstrates in this book or that he could bring to business nonfiction the same level of drop-dead ability that he brings to general audience movie scripts.

			As the author of 56 books myself, it has always been my hope that motivated and success-bound business people would read a lot of books. But after reading this book, I realize that in truth, it’s all a business person needs to read. Every important aspect of business is covered by Chet in these pages—and they’re covered with information that many of you have never heard before. You’ll never be able to accuse Chet of being shallow. There are profound insights in this book, crucial details and personal experiences that separate it from every other book on the shelves of your library or bookstore.

			Although Chet is a karate master, he pulls no punches in these pages. Learning from him is like learning from a world-class teacher, which comes as no surprise because Chet is truly a world-class teacher. This book will be a classic for as long as businesses seek to improve their profits, their sales, and their futures. Thank you, Chet, for proving that my pigheaded discipline and determination were richly rewarded.

			—Jay Conrad Levinson, father of guerrilla marketing and author of the Guerrilla Marketing series. More than 14 million sold in 43 languages.

		

	
		
			Foreword: When Words Are Never Enough

			When Chet Holmes called to tell me he was coming out with a book and would I take a look at it, I thought to myself, Oh, Chet, not another book on sales.

			Don’t misunderstand me; Chet is a barn burner when it comes to sales.

			Chet is a master at what he does.

			Chet knows stuff about the selling cycle; the selling system; the positioning of products, services, and companies; and the people who build them and sell them that very few of us in the business of business have ever learned.

			But still, my heart hung heavy and my shoulders, too, when Chet called to ask me if I would simply take a look at a few chapters of this new book and perhaps say something nice about what I saw.

			But given that Chet is a friend and a master, too, I gritted my teeth and said simply that I would, knowing in my heart that no matter how much a master of sales Chet is, there are very few folks who can turn that skill into a book that people read, and then read again because the words and the way they are arranged capture the imagination as all great stories do.

			I was afraid that when I began to read his book, I would have to tell him the truth: books are hard to do, Chet, but what the hell, you did a good job, and there are so many other things you’re good at, you’ll never even remember this after a few years go by and the pain of harsh critics goes away, and you discover a brand-new day.

			That’s what I thought I would have to say to Chet once I took a look at what he sent my way.

			But, Chet, I have to say it: you are now a master of books, too!

			And that’s what I find myself saying to you, dear reader. That Chet Holmes is not only a master of the subject within the covers of this book, but of something much more profound, something much deeper than the subject of sales seems: Chet knows how the world of words works. He knows how stories are told. He knows why the world needs great storytellers, and why companies who are deprived of great storytellers are companies that can’t hope to capture the imagination of their customers, their employees, or the people who invest in them, each of whom are suckers for a great story, who love to hear the Once Upon a Time we were all put to bed with at night all those many years ago. Chet teaches you between the covers of this book how to tell stories. And he does that in the best way of all: he tells you a story, and then another, and then yet another, and then still another until you feel like he has got to run out, and then he tells you even another story better than the ones before. And each story works to make The Ultimate Sales Machine a book that puts it all together to help you dramatically increase your sales if you are wise enough to follow its advice.

			So, Chet, what can I say? You are a master. And this book is about mastery. And you kicked this sucker in the head. Yes, when you read a really neat book, there are very few words left to be said. Other than, great job, Chet. Thanks for the opportunity to tell it like it is.

			—Michael E. Gerber, bestselling author of E-Myth, E-Myth Mastery, and E-Myth Revisited

		

	
		
			
			Dear Dad,

			It’s Amanda, your daughter. It’s been 10 years since you passed. Fifteen since you released this book. You’d be proud to know that companies have voted it among the top 10 most recommended marketing and sales books of all time. That’s pure word of mouth, Dad. People even call it their “red bible” now. Because second to the Bible, they read this the most.

			You know, you left too soon. I was unprepared. The crazy thing is, there was time. We had a year and a half after your diagnosis. I spent easily a hundred all-nighters with you at the hospital, we could have talked more about your companies. How they operated. What were your dreams for them? I was 24 years old with dreams of my own, and yet it all came crashing down when you left. Hundreds of staff were now my responsibility, and I was utterly broken at losing you. I know you never would have wanted all of that to fall on my shoulders, but it did. And it was devastating.

			But I told you when you passed that I’d take care of it. And by some grace of God, I did. I dove into your teachings. Read this book and watched your videos, every single day for years. Just like all the others around the world who learned from you, I learned. You really created a system beyond theory, one that’s practical and easy to follow. Just like you said, all it really takes is pigheaded discipline and determination.

			Ten years later, we did the impossible. Chet Holmes International is a profitable, thriving company. While 60 percent of second-generation businesses fail, we succeeded, Dad. I’ve really had two teachers who assisted us in doubling our clientele multiple years in a row. You as my father and Guruji as my spiritual mentor.[*]

			You gave me the business strategies to double sales and Guruji guided me to conquer my mind and expand my intellect. The combination of the two led to a greater quality of life with better results than I could have ever dreamed.

			A lot has changed since you passed. Web sites became one word.

			I’ve worked years on this new edition to make sure I respect everything you’ve put here. I’ve taken out the parts that are less relevant in today’s market and added new, fantastic stories of protégés who read this book and applied your teachings. A few of these are so magnificent that even you would be impressed.

			Because there’s so much overwhelm for businesses today, you’ll see new checklisting systems to help readers get clarity on how to focus on generating sales more efficiently. Salespeople are outselling their peers by 78 percent when using social media, so you’ll read some great case studies on that. I also added one marketing strategy that, on average, helps businesses generate 42 times the ROI. (I know you always loved those kinds of strategies that take horsepower, not wallet power.)

			However, your favorite new addition would have been the Core Story framework. I took your famous buyer’s pyramid and finally revealed your market data secrets for how we’ve helped more companies than anyone else to become number one in their industry. That addition to Chapter Four is needed today more than ever, since 97 percent of prospects feel salespeople are too pushy.

			But the final chapter is my personal favorite.

			I hope it’s okay that the night before the manuscript was due to the publisher I was reading through your old emails and found one you wrote to a dear friend. In that letter you explained how you generated more wealth in six months than in the last eight years combined. It’s something that every person should know, so I am giving it to the people as your final encore. The encore you never got to give: How to Live a Rich and Full Life.

			The biggest takeaway I got from that letter was that your intention changed.

			Guruji was telling me the other day that intention is everything. She told me that there are two sides to every action. You can strike a tree in anger and ego and take its fruit, but it will steal the sweetness from you. Or you can take the extra minute to grab a ladder, climb up, and pluck the fruit in humility and gratitude.

			In the analogy, the tree is the industry full of clients to be plucked. The ladder is all the strategies and tactics given to get there. Just tweaking that one minor thing, intention, will take all your teachings and create a whole new level of abundance.

			That’s what I want, a rich and full life. I didn’t think it was possible to do sales without stress after watching the pressure take you from me too soon. But then Guruji showed me a way to live without the pressure. And then, as if a gift from you, I discovered your letter that articulated how you were on the same path. You just didn’t have enough time. The only missing piece to your masterpiece is this:

			Success can be sweet and enjoyed if achieved with humility and gratitude. Success gained through ego and anger only manifests in stress, which ultimately steals everything from us. I want people to taste that sweetness, to feel its fulfillment, as they enjoy the fruits of their labors. As you know, it’s such a minor distinction, and yet the end result means the difference between a rich and full life and a life robbed of joy. Thank you, Dad, for providing the framework and the foundation. Not a day goes by that I don’t think of you. Love you.

			Your daughter first.
Amanda

		

	
		
			Preface

			Here’s a snapshot of the current climate for doing business:

			
					
					Every day 3,076 businesses shut their doors.

				

					
					46 percent of all business closures are chalked up to owner incompetence.

				

					
					Being a business owner has been proven to lower your life expectancy by five years.

				

					
					Amazon has over 350,928,851 products competing for your consumer’s wallet.

				

					
					The number of digital advertisers has more than quadrupled in just a few short years.

				

					
					90 percent of consumers find ads “annoying.”

				

					
					80 percent of consumers will change to a competitor if they have one poor experience.

				

			

			In the past 30 years, my company has trained hundreds of thousands of businesses and more than 80 of the Fortune 500. In 2006, it took a company an average of seven different marketing mediums to effectively reach their prospects. That was back when Pluto was still a planet. Today, with the surge of technology hitting the market at such a rapid pace, you’re now challenged with having to be on 13 different marketing mediums, 5 social media channels, and 3 paid advertising platforms.

			That’s double the amount of work for a fraction of the result. You’d think it’d be easier for salespeople to break through with all that marketing activity; unfortunately, they have it even harder. Amazon has been like the Death Star to the traditional “commission-breathed” salesperson. Your prospects are so used to buying online that their patience for pressuring salespeople has shriveled up to nothing. They’d rather just buy it online. It doesn’t help that over the last decade, 3.8 billion people have started a social media page. It’s no longer just businesses sending out commercial messages; now every man, woman, and child has a platform for posting information. That is an outrageous amount of noise trying to steal the attention of your prospects. All this means that it’s getting harder and harder to reach the consumer, and the market that you’re in has become fiercely and viciously competitive. Does anyone think it’s going to get easier?

			When I teach seminars in front of thousands of business owners, I begin by saying that I can absolutely help each one of them transform their business into the Ultimate Sales Machine. You can even expect this to be fast. I’ve doubled the sales of many companies in 12 months flat. I will go on to say: “You’re going to understand all the principles I share with you here today, as there’s nothing but logical information here. You’re going to agree with them. You’re going to know that I am right and that these principles will work in your business. . . . And then you will still not do them.” That always gets a laugh. I continue: “I call this the reverse psychology portion of my lecture where I’m goading you into applying a powerful force for creating success from what you’re going to learn here today. And that force, my friends, is ‘pigheaded discipline and determination.’ ”

			As a speaker who has been out there speaking for 15 years now, I’ve had the pleasure of many business owners and executives coming up to me and saying: “You know, Chet, your stuff has really helped me. But I gotta tell you, the most important lesson I learned from you was what you said about pigheaded discipline and determination.” If you apply the learning curve in this book to your business with pigheaded discipline and determination, you, too, will come up to me at a seminar one day and thank me for the fact that your business now slaughters your competitors at every turn, runs without you, and is highly profitable. In short, you will have mastered your business so that it runs like a finely tuned sales-making machine.

			How do you become a master of anything? How do you help others become masters? The key lesson I’ve learned again and again, ever since I was a kid studying karate, is that mastery is not about being special or more gifted than anyone else. Mastery is a direct result of pigheaded discipline and determination. The promise of this book is that you will learn how to create mastery in your business resulting in the finest, most profitable, and best-run business you can have. You will get the tools to become a master of three crucial areas: marketing, management, and sales. Mastery in each of these areas is necessary to make your business run like a machine.

			Machine Beginnings

			When I was 15 years old, I tried a new method for increasing my karate skills. I had a high vaulted ceiling in my bedroom. I screwed a cowhide rope into the peak of the ceiling and attached a softball to the other end, at chest level. My intent was to kick and chop the ball and then to be able to deflect it, block it, kick it, or chop the ball again when it came bouncing back.

			With my first karate chop at the ball with my hand, the ball bounced out to the edge of the rope and back fast, smacking me in the head. This wasn’t going to be as easy as I thought. I tried all kinds of kicks—hook kick, front kick, back kick, side kick—but again and again the ball flew to the end of the rope and then bounced back, hitting me in the head, elbow, shoulders, or chest.

			I worked on this for several weeks and made very little progress. After a month, there were a couple of times when I could actually block the ball from hitting me. After three months of doing this every single day, I could hit the ball with any one of the body’s weapons—my hands, my feet, my elbows, and my knees. I could even do a spinning back kick and hit it again, then block it expertly as it flew at me from a different angle.

			After six months, the ball never touched me. I could spin artfully in the air, flawlessly blocking the ball at every angle. It was amazing. I could literally catch, kick, or swat that ball with every move any time I liked and faster than I would’ve ever thought possible. My body was operating like a machine, responding to the ball as if preprogrammed to anticipate every possible move the ball could make.

			Imagine my skill level when that ball would ricochet around the room with lightning speed and my reflexes were even faster. It was thrilling. I felt such power. I realized that becoming a master of karate was not about learning 4,000 moves but about doing just a handful of moves 4,000 times. This repetition trained my body to run like a machine—and that’s what constant and focused repetition will do for your business. No matter what comes up, your responses are automatic because you’ve prepared for and developed the skills to deal with every possible scenario. More important, by focusing like a laser beam on the 12 strategies in this book you will outsell, outmarket, and outmanage your competition at every turn.

			It is the same with any business; there are basics that you can do over and over again until every aspect runs like a machine. In the near future you can have every person in every department know how to handle any circumstance that arises. Where other companies have one or two approaches for getting appointments with clients, your salespeople will have 10 different approaches and they will perform each one expertly. Your salespeople will have answers and perfect follow-up letters for every possible situation. Your customer service people will know how to respond to any complaint or special order or return situation that comes their way without having to consult their manager. Stress levels will be lower because every employee will have the information, training, and tools to do their jobs confidently and effectively. What will it take to get you there? One thing: pigheaded discipline and determination.

			Look at any area in your life where you have a great achievement—you know you worked at it. Perhaps you are a great golfer. Perhaps you’re good at tennis. Perhaps you play piano. Any area of achievement in your life required you to stick with the basics until you became great. And yet so many businesses don’t do that. Being great at sales, for example, requires you to be good at only seven things. Yet, my sales audits of hundreds of companies reveal that few, if any, have outlined this process in the kind of detail that creates greatness.

			Is your company or department growing at the rate you desire? In almost every company that I or my team has helped to grow, everyone is working very hard, from the CEO to the salespeople, right down the line. But if you don’t have the tools necessary to master each area of the business, you are working harder, not smarter.

			
				AMANDA HOLMES

				Since the initial publishing of this book, there have been thousands of great success stories. Three of our Hall of Famers whose stories you’ll discover include:

				
						
						Company: Zaya, a Dubai-based real estate company

						
								
								Growth: Zero to $602 million in 12 months.

							

								
								You’ll learn how CEO Nadia Zaal used education-based marketing to make a comeback in a completely blacked-out market.

							

						


						
						Company: ClickFunnels, a software as a service (SaaS) company out of Idaho

						
								
								Growth: Start-up to over $100 million in four years.

							

								
								You’ll learn how Russell Brunson used the Dream 100 as one of his key strategies for unprecedented growth.

							

						


						
						Company: EarthKind, the first plant-based rodent repellent effective enough to meet federal EPA standards for public-health-risk pests.

						
								
								Growth: Started by a mom in North Dakota and grew to 45 staff selling over 55 million units worldwide.

							

								
								You’ll learn how CEO Kari Warberg Block educated the market, won her Dream 100 distributors, and landed national media placements, putting her company on the map.

							

						


				

				There are thousands upon thousands more companies, from start-ups to the Fortune 500, who have reaped the benefits of the tools this book offers. We have opportunities now to scale like never before in the history of business. Carry this book with you, and it will supply you with the pigheaded mind-set, and also provide you with complete how-to instructions to create the Ultimate Sales Machine.

			
		

	
		
			Introduction

			The owner of one of the largest carpet cleaning companies in the country—Rug Renovating, which covers the tri-state metro area of New York, New Jersey, and Connecticut—came to me for help. Here’s a company with 30,000 clients that was finding that efforts to get new clients were becoming less and less effective over the years. Any business owner reading this has probably noticed the same problem. Although he came to me looking to gain more clients, my first reaction was to find out whether he had maximized the clients he already had. I asked him how often his current clients buy. He answered: “They buy about once every three years. We send coupons and discounts frequently, but the numbers don’t change.” I asked, “How would you like it if we could get your clients buying twice a year instead of once every three years?” He was very excited at the idea, but no previous approach had worked.

			Like nearly every company in the world that sells carpet cleaning, this company was using product data in its sales process. Product data is straightforward and has very little strategic value. This is product data: “We clean X square feet of carpeting for Y dollars.” But adding market data can make the product data much more powerful. As you will learn in Chapter Six, every company can dramatically strengthen its sales and marketing materials by adding market data.

			Here’s what we found for this carpet cleaning company:

			
				FACT: Your carpets act like a giant health filter, capturing dust, dirt, bacteria, pollen, dust mites, their waste, and the bacteria that feed on it.

				Government studies have shown that when you remove carpets from buildings, people get sick four times more often. But, like any filter, your carpets become saturated and ineffective over time—creating a need for professional quality cleaning. And even vacuuming every day does not kill bacteria embedded in the carpet.

				The EPA found that professional carpet cleaning actually gets carpets 1,500 percent cleaner than even vacuuming every day. The steaming hot water used by professionals kills germs and bacteria that build up in your home.

			

			This is an example of how market data can motivate purchasing when people might not even feel they need the product. Product data like “We sell carpet cleaning” only appeals to people who think they need their carpets cleaned right now. The goal of most people when they get their carpets cleaned is to get them to look better. Little do people realize that it makes their home healthier. This puts cleaning your carpets on the same level of importance as taking the kids for their yearly checkup.

			Here’s a company that has actually gone beyond product data to study every aspect of carpet cleaning, right down to the government studies about the cleanliness of your air quality within the home. From the EPA’s research, we created a concept called the Gold Service. The goal was to get customers on a schedule to have their carpets cleaned every six months.

			The company owner was very excited about this concept. So was I. We could both do the math and understand how much this would mean for him if it worked. Here I was hired to find the big breakthrough, and I felt I had delivered! Victory was mine. Using the market data, I created a script for their top producer to test for a week. The following week I met with the entire staff over the telephone with the CEO listening. The dialogue went as follows:

			
				chet: So how did it go?

				sales rep: It didn’t work.

				chet: It didn’t work?

				sales rep: No. It didn’t work.

				chet: Well, how many people did you offer it to?

				sales rep: I offered it to 10 people.

				chet: And nobody bought it?

				sales rep: No, two people bought it.

			

			To the sales rep, the perception was that 8 no’s out of 10 pitches made the concept a failure. But do the math: if you have 30,000 clients buying once every three years, that’s about 10,000 sales per year. Now imagine an extra 6,000 of them (a mere 20 percent) buying twice per year. What does that do for this business? It’s an enormous increase in volume.

			But if it were up to that sales rep, the idea would have died right then and there. This is where pigheaded discipline and determination make the difference between mediocrity and greatness. In fact, it took six months of pigheaded discipline and determination to get every salesperson offering that service to every prospect, every time. This is where most executives fail. Building a sales machine is not going to be about doing 4,000 things; it’s going to be about doing 12 things 4,000 times each.

			Just one hour a week changed this CEO’s life. He made a commitment to spend this hour every week improving and integrating the Gold Service concept. It wasn’t easy—it took six disciplined months to integrate this into the fabric and fiber of the business. But, remember, it was six months of only one hour per week. Every Monday night at five o’clock without fail the whole company would gather and talk about how this concept could be made more effective, how we could make it easier for the salespeople to use, what ideas the salespeople had to make this more effective, and so on. The whole focus of that hour was to integrate this one concept fully and completely into every aspect of the business.

			Not only did the implementation of the Gold Service improve sales, it also stabilized the business. Where the owner used to hope every month that customers would respond to his fliers, he now knows, going into each month, how many people are signed up for the Gold Service cleaning. It made the business more stable in every way and it transformed sales performance.

			When I started working with the staff, the lowest sales rep was doing $13,000 a month and the average sales rep was doing $35,000. When I finished working with them, the lowest sales rep was doing $49,000 a month and the highest sales rep was doing $100,000 a month. Sales performance doubled. Initially, the sales staff fought me all the way . . . even though they were on commission.

			This company refined its sales process to near perfection within the mentioned six months. Everyone reading this will be able to do the same. But sales is just one piece of the pie. In order to be the Ultimate Sales Machine, you actually have to be great at leading, managing, and marketing. This book lays it out in straightforward language with practical examples spelled out from every angle. And the best part is that you’re not going to work harder; you’re only going to work smarter.

			You can profoundly improve your company or department if you absolutely commit to one hour per week in which you do nothing else but work on making the business much more effective. In the course of this book, you will learn exactly how to spend that hour.

			It’s not going to be hard to apply the strategies in this book or to transform your business into the Ultimate Sales Machine. The key is learning and practicing the pigheaded discipline and determination you need to constantly address and readdress the 12 areas I’ll outline. In order to make this process easy, I’ve broken this book down into 12 chapters, each focusing on one of the 12 strategies with examples and exercises that will make your business great and grow your sales and profits like mad.

			One of my clients is a great learner and is always buying the latest book or program. He heard my presentation at a seminar, liked what I had to say, and retained me to do an audit of his business. When I interviewed his employees, they were practically laughing at me. To them, I was just the latest flash in the pan. They told me that their boss had used 100 different training programs but never made any of them stick.

			The missing ingredient for this client and nearly all of the 1,000-plus clients I have worked with directly to improve their businesses is pigheaded discipline and determination. We all get good ideas at seminars and from books, podcasts, social media influencers, and business-building gurus. The problem is that most companies do not know how to identify and adapt the best ideas to their businesses. Implementation, not ideas, is the key to real success.

			This book is packed with excellent ideas developed on the front lines of capitalism, but more important, this book helps you learn the ways to see these ideas manifest throughout your organization, especially in your bottom line. Once you begin working on the strategies in each chapter, you will see that it’s not just about implementing the ideas in this book. Your ability to implement any idea you learn anywhere will benefit dramatically from the learning curve presented here.

			For example, in Chapter One you’ll learn how to maximize productivity through time management at every level of your organization. How well you manage your time and the level of productivity and performance you require from your staff are specific competencies that few businesses ever fully capitalize upon. Let’s say you take a great time management course today. You go back to your office and apply the principles and see that they actually work. But when we check back with you three months later, we find you using very little, if any, of the information you learned from taking that one-time course. This is called “event training.” You go to an event. You get some training. You come back to your office. You may even try some of the concepts. You may even see them work, but you quickly abandon them because you are missing the pigheaded discipline and determination that make a truly great company or department.

			Working Smarter, Not Harder

			At seminars and lectures, I’ve asked my audience, “How many people in this room would like to grow their company or department 10 times larger than it is right now?” Typically, 99 percent of the audience raises their hands. Then I say, “Leave your hands up if you can work 10 times more hours or 10 times harder than you’re working now.” All the hands go down. The point is that there are companies and departments that are 10 times bigger than yours, and you know they aren’t working 10 times harder than you are. They’re just working smarter.

			The Ultimate Sales Machine is all about working smarter, not harder. Doesn’t it seem smarter to take 12 proven strategies and perfect them, than to scramble about using hundreds of different ideas without any real traction on any of them? This book is for executives; CEOs; entrepreneurs; and professionals such as doctors, dentists, and lawyers. It’s for middle managers, salespeople, and customer service representatives. In short, it’s for everyone who plays a role in operating, marketing, selling, and running a company or department. It offers the kind of information and strategies that are essential for everyone in the trenches doing battle to grow and strengthen their business or department.

			Backed by countless success stories of companies just like the carpet cleaner, the Ultimate Sales Machine mind-set is the culmination of my experiences in the trenches. I’ve run magazines, newspapers, and trade shows for billionaire Charlie Munger and have owned 14 businesses. I’ve studied karate and owned a karate school on Times Square. I’ve also personally sold my services to more than 60 Fortune 500 companies and nearly 1,000 other clients. Finally, I’ve taught millions of business owners and employees through seminars, articles, and my 65 training products, which now sell in more than 20 countries.

			IMPORTANT: I set up this book the way you should set up your business. I begin by discussing how to structure your company to maximize everyone’s time. Then I move into training and its critical role in any organization from one-person armies to the world’s largest companies. As an author, I could have started with sexier and more potent material. But I believe that the right thing to do and the best way to serve you is to begin with the building blocks you must have if your company is going to be set up to succeed long term.

			Meetings: another building block. I had a client that had terrible meetings, so they stopped having them altogether. No meetings, ever. Wow. Talk about throwing the baby out with the bath water. Where do you learn how to hold a great meeting? Nowhere. So here it is in this book. Meetings are great if you know how to have them, and in Chapter Three I show you how to become a meeting master. I give details on how to run dazzling meetings that will have a profound impact on your company.

			After these three chapters, you’ve got your building blocks. Now you are ready to become a world-class strategist. Chapter Four will change your life. I would love to start with this as it’s the single strongest lesson any businessperson can learn, but I set the book up as your business should be set up. Get your building blocks in place and then erect your skyscraper.

			From there the book takes off, teaching all the nuts and bolts of better selling, marketing, and hiring that you will find in 99.9 percent of businesses. The strategies, tips, and insights that I’ve used to help turn mediocre or ailing companies into bulletproof success stories are right here in this book. Let this be your guide to transforming your business into the Ultimate Sales Machine.
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			Time Management Secrets of Billionaires

			How to Maximize Your Productivity and Help Your People Do the Same

			I developed this time management system while I was running nine divisions for billionaire Charlie Munger. I always try to hire bright, aggressive, creative people, so naturally these people were constantly coming to me with new ideas, issues, and concerns. I later learned that no one should have more than six direct reports, but at the time I had something like 22. So I was constantly reacting to my staff’s needs for attention. Basically, I was in a reactive mode all the time. I worked seven days a week—10 to 12 hours per day at the office, dealing with interruptions, and then I’d go home and do all the creative work to keep everything going.

			I realized that I had to learn how to effectively manage my time, so I took a time management course. In the first 20 minutes, the trainer handed out a work sheet instructing us to track our time over the next three months. At the end of the three months, we were supposed to identify where we were wasting our time. As a person running nine divisions, I rolled my eyes and thought to myself, “If I had the time to track my time for three months, I would not need a time management course.” I got up and left the seminar.

			Over the years I have broken time management down to six simple steps that take five minutes to complete. Why? Because good time management shouldn’t take a lot of time. That’s also why this is the shortest chapter in the book.

			This chapter will present six simple steps for time management. It will be very logical and you will understand it completely. You will agree with all of the principles and you will know that they will absolutely improve your productivity. But do you have the pigheaded discipline to spend the five minutes every day to take control of your time and then the even more pigheaded discipline to stick with the plan throughout the day? If you have a staff, do you have the pigheaded discipline to police these six simple steps throughout your entire staff? If you do, the payoff will be huge.

			Let’s get into it: do you function mostly in a reactive or a proactive mode? In my experience, most businesspeople don’t take the time to plan and take action because all of their time is consumed by reacting to the business they’ve already built. To build your business into the Ultimate Sales Machine, you need to be in a primarily proactive mode. Time management is crucial.

			Imagine what it would be like if you were suddenly thrust into managing or running a $50 billion company. Do CEOs of giant corporations have more hours in the day than you do? Of course not. But they do need to be masters of this crucial competency: time management. They need to be absolute experts in managing their own time and have the systems in place to make sure that everyone in their organization is skilled in time management as well. Once you understand the time management secrets of running a multibillion-dollar company, you’ll have no trouble managing your sales activities, if you’re in sales, or getting your company or department to function at its maximum productivity.

			My Time Management Epiphany

			You’ve heard of the “one-minute manager.” Well, I was the “got-a-minute manager.” All day long, every day, various folks on my team would come to me and ask me if I had a minute to talk, and a “got-a-minute meeting” would break out right then and there. In fact, the entire company was run by got-a-minutes. Anyone could go to anyone else any time and a got-a-minute meeting would break out. My employees were in a reactive mode all day long. Although I had successfully grown each of my divisions by at least 100 percent within 12 to 15 months of taking them over, I was out of control and reacting 100 percent of the time. Even on vacation in Hawaii, I was receiving 15 faxes per day (this was before email became the time burner).

			In contrast, when I had a meeting with Charlie Munger, I had to call his secretary and make an appointment. I had to have a strict agenda. I had to be on time and organized. Every meeting was highly productive and to the point. Then suddenly it clicked that I needed to take control of my time and my staff. So after a few years of working 12-hour days, every single day including weekends, I realized that in order to more successfully run and manage the divisions under my control, I had to get more organized and less reactive. I put out a memo effectively ending my “got-a-minute” management style. Here’s what it said:

			
				To: Staff

				From: Chet

				Do not come to my door and ask if I have a minute. The answer will be no. Unless urgent, hold all thoughts, ideas, issues, or (nonurgent) concerns until the weekly division meeting. Below is a list of when these meetings will be held. Otherwise, I will post two times per day when I will take “got-a-minute” meetings. If your needs can’t wait for the weekly meeting, write your name in the got-a-minute times allocated and I will take quick 10-minute meetings.

			

			We broke the company down into nine “impact areas” and held weekly one-hour meetings in each area. An impact area is any part of your company that has a direct impact on the bottom line. Your impact areas may include sales, customer service, product development, and marketing, for example. In order to improve and perfect each of these areas you need to give them a dedicated one hour per week when everyone involved can focus exclusively on improving that area.

			Once I established weekly impact area meetings, my team learned to hold their ideas until the appropriate meeting instead of coming to my office to share their ideas as they got them. I even put out a pad that had the words “With Chet” on the top of the pad. My staff was then to write down on the pad the things they’d normally interrupt me with and keep that pad in their desk drawer until the weekly meeting.

			The memo went out on Thursday, and I recall distinctly that on Friday no one came to my door. It was the first time in years that that had happened, and I did not know what to do with all this uninterrupted time. I could actually concentrate at the office, and I didn’t need to bring home the normal mounds of work to be done at nights and on weekends. I had a whole new learning curve headed my way.

			No one came to my door on Friday, but, by Monday, the madness started all over. I had to have the pigheaded determination and discipline to train my staff to follow these rules. When someone comes to your door with a “got-a-minute” meeting, you stop them cold and say, “Is this something that can’t wait until the weekly meeting?” They will still try to get you to focus on it right then and there. And if you lack pigheaded discipline, you’ll cave and jump right into it. So I had to discipline myself and the staff to hold almost everything until the weekly meetings.

			And the best part? I went from reacting to the business 70 to 80 hours per week to proactively running and more effectively managing and growing the business in only nine hours per week because I broke down my responsibilities into nine major impact areas. The meetings were way more productive than the got-a-minute meetings because these meetings were more formal, structured, and results-oriented. The key staff for each impact area attended their meeting together, so major progress could be made and everyone was there who then needed to take the next step or learn our latest breakthrough. I kept nine pads (one for each impact area), and on each pad I would keep notes of what we had worked on and who had promised to do what before the next weekly meeting.

			Yes—to-do’s, tasks, and deadlines must be assigned after every meeting. But the key is not to ask for too much to be completed. Make the gains small but constant. If you are having the meeting every week and you are making small incremental gains each and every week, think of the profound transformation you’re going to have in 52 weeks. A year from now your company, division, or department can be massively improved. More on this later.

			If you run a large company, you will have more impact areas. I helped one executive break down his company into the main impact areas and initiatives he was working on, and he ended up with 17—which means 17 one-hour meetings per week. That might sound crazy to a small-company owner or executive, but it is the way to take your company to the next level if you’ve got a lot going on. This particular executive was working 70 hours per week and getting less done than when I made him break down the company into 17 hours of meetings. Each meeting moved each impact area forward.

			Decisions were made weekly. Everything of importance got addressed every week. Everyone was happier. The employees in each area felt more important. Prior to this program, some of them had to chase the boss for weeks to get questions answered or issues addressed. So break it down.
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				Figure out what the impact areas are in your business. Typically if you are running a department, your department is the impact area. But if you’re a CEO or general manager of a medium or large company, you may have many impact areas. To make identifying them easier, here is a list of 15 impact areas from another CEO I worked with:

				
						
						Outbound sales

					

						
						Inbound sales team

					

						
						Marketing activities

					

						
						Customer service

					

						
						CRM (customer relationship management)

					

						
						Purchasing and suppliers

					

						
						Shipping and receiving

					

						
						Inventory control

					

						
						Accounts receivable

					

						
						Personnel

					

						
						Technology

					

						
						Partner relations/vendors

					

						
						Partner relations/affiliates

					

						
						Export sales

					

						
						California initiative

					

				

			
			This last initiative was to attack a new market. What initiatives do you or should you have? Now list your areas of impact.

			The Six Steps to Great Time Management

			There are six fundamental steps to great time management. Put these six steps into daily practice, and you won’t believe how much you and your staff can accomplish in a regular workday.

			Step 1: Touch It Once

			Tell me if this sounds familiar. You come into your office, and there on your desk sit three folders and two letters that you must respond to. You look at the first letter and read a few sentences. Dealing with it is clearly going to take more time than you have right now. You put it aside. In one of your folders is another task. You handle that task and your phone rings. You answer the phone and get pulled in a new direction for 10 to 15 minutes. Then you go back to the folder, but, just as you do, an email comes in. You stop to read the email, which contains a task that must be dealt with but requires more time than you have right now.

			If you spend just 15 minutes per day to revisit, readdress, or reread documents or emails, you will waste 97 hours per year where no action is taken. Many on your staff will waste an hour per day (scattered throughout the day) revisiting things on which no meaningful action is taken. That equates to six weeks of wasted time per year. Want to add six more weeks of productivity to every year? This simple touch-it-once rule and the infrastructure to support this rule within your company can dramatically enhance the productivity of every person working for you.

			If you touch it, take action. That’s the first step to great time management. Don’t open that email or text until you’re ready to deal with it. As you put this rule into practice, you will find that the more files you have for work in progress and the more organized you can be in that process, the more productive you will be. So, for example, suppose I open my email from my PR firm that requires me to approve a press release. I have a PR folder. On my to-do list I write, “Approve press release. See PR folder.” That’s how organized you need to be today.

			The touch-it-once rule is crucial for managing email files. Email is a tremendous asset, but it can also kill your time management if you let it control you. The key to great email management is to institute a company policy that insists on very descriptive subject lines for all emails. Another rule I absolutely insist on at my company is that when the subject of the email changes, the subject line on the email also changes. This is critical.

			Say you send someone an email with the subject line “Upcoming Chet Holmes training event” and she writes back something that looks like this:

			
				To: Sherry

				From: Marcia

				Subject: Upcoming Chet Holmes training event

				Yes I’m going. I already reserved my spot. And by the way, did you talk to Dave about the budget item I mentioned to you?

			

			The email goes back and forth again about the problem with Dave, but it still has “Upcoming Chet Holmes training event” in the subject line.

			A week or two later, someone

			
			
				AMANDA HOLMES

				
				
				
			
			
			Step 2: Make Lists
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			Step 3: Plan How Much Time You Will Allocate to Each Task
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			Step 4: Plan the Day
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			Step 5: Prioritize

			
			
			
			Tips for Salespeople and One-Person Armies

			
			
			What to Do If Your Job Is Designed to Be Reactive

			
			
			People REspect What You INspect
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			Step 6: Ask Yourself, “Will It Hurt Me to Throw This Away?”

			
			Conclusion
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