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“COACHING IS A WONDERFUL PROFESSION AND A
VERYDIFFICULT BUSINESS! MANY COACHES PROVIDE
GREAT SERVICE AND RECEIVE VERY LITTLE INCOME. I
HOPE THAT TO HELP THEMSELVES, IN THE SAME WAY

THAT THEY WORK EVERY DAY TO HELP THEIR
CLIENTS.”

MARSHALL GOLDSMITH

Marshall Goldsmith is a member of the Thinkers 50 Hall of Fame.
He is the only two-time selection as #1 Leadership Thinker in the
World. He has been recognized as the #1 Executive Coach and a

Top Ten Business Thinker for ten years.



What Others Say About This Book

x>

his book is a must-read for every coach starting up a
Tcoaching business or wanting to take their business to
the next level. Anne-Johan shines the spot- light on the
Achilles heel of many great coaches, i.e., to really invest time
to work on their business model. Anne-Johan has translated
his own journey and transformational experiences into a
powerful model, namely the “Pyramid of Prosperity”, which
is an effective and proven process. His generous sharing of
lessons learned and insights gained is a game-changer for the

coaching field.”

Nicole Heimann - Switzerland - Founder & Co-CEO Heimann

Cvetkovic & Partners

“A.J. has written a very important book that every coach
should read. He takes you through his journey to becoming a
successful coach. One of the key questions you have to ask
yourself as a coach is: Can I support myself and my family

with my coaching business? A lot of people can give good
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advice, but will someone pay you for it? A.].’s book will make

you think: Is a coaching career for me?”

Chris Coffey — USA (Ca)- cofounder Stakeholder Centered
Coaching Ltd

“Are you a coach? Do you need to upscale your business?
Read this book! A.J. offers a down-to-earth, non-guru, and
step-by-step approach to serve your clients at the highest

level, and also prosper yourself along the way.”

Jan Sjocrona Ph.D., The Netherlands, Robbins-Madanes

certified coach

“Many books have been written about coaching, but few
highlight the coaching profession in the way this book does.
Most coaches work for a heartfelt purpose- wanting to help

others, and that is great, but meanwhile they give too little

Attention to what makes them successful. How sustainable is
that? This book coaches the coach to success for clients AND

coach.”



Anne-Johan Willemsen

René Wijngaard - The Netherlands - Executive Coaching &

Consultancy

“A.J. immediately puts his finger on the sore spot! Finally, a
book in which the coach is actually guided to the next level.
He walks you through the steps es-sential to success. Anne-
Johan touches you with his own experiences about his
struggles. It is a light in the jungle of often well-intentioned
yet wrong advice for the coach entrepreneur. Great that there

'II

is now a clearly written handbook for the coach

Helena de Jong — The Netherlands — founder of Misento and

partner of ScanCoaching NL

For someone like me who is making a career pivot from
consulting to coaching, this book is very useful. It helps you
understand many aspects of building a coaching business that

are often not provided in coach training programs.
James G. Wetrich — USA (Tx) — Executive Coach

Many coaches work altruistically and interminably yet their
business is stag- nant. Success doesn’t revolve around money

yet is conversely essential in our work-life. AJ nailed it and
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daringly emphasized contemplations of the mind of the
coaches that failed to voice out. And that is to shift your
mindset to be business-minded and make a healthy profit.
Thank you, AJ, for the valuable and genuine insights into your

journey.

Antje Briigmann - Germany - Founder & CEO of PROPELLO

Coaching,
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How To Read This Book?

x>

You can read this book in various ways. It consists of three
parts. The first part is about me and my journey. It is
about the"'WHY’ behind the choices and changes I made along

the way.

Part 2 is about the structure (the 7Ps Pyramid of Prosperity)
and strategies on "'HOW’ you can improve your business. The
last part is the most practical and helps you prioritize the
things or “‘WHAT’ you specifically need to do to move the

needle for your business.

If you want to understand “‘WHY” I made the changes in my

business and

HOW you can leverage these insights for your own benefit
and coaching busi- ness, reading the entire book will be

valuable for you.

If you just want to understand the structure and strategies

about HOW you can improve your coaching business and the
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specific actions to start with, skip the personal story, and read

Parts 2 and 3.

If you are just interested in the pure, practical way to grow
your revenues and WHAT specifically to do right now, Part 3
will fulfill your needs. In this sec- tion, I help you focus on the
one to three most fundamental things you can do to (at least)

double your revenue.

This book contains a lot of information that can help you
improve your coach- ing business. Don’t get discouraged by
the abundance of insights and strategies. You don’t have to all
do them or do them at the same time. In Part 3, I'll help you

focus and start with only one to three things.

To this end, I created a model, namely the "7Ps Pyramid to
Prosperity” and two simple assessments. You can choose to
do these assessments in Part 3, or you can start at the bottom

of the pyramid and slowly work your way to the peak.

If you have little time, you can just read the key takeaways at
the end of each chapter. And if you have no more than a few

minutes, just read the key takea- ways of the three separate

10
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parts in the book. It will take you no more than 15 minutes and

will give you a good overview.

FOCUS is a key theme, and this book will not only help you
determine what to do but also what NOT to do (anymore). The
latter is as valuable as the former, as you will find out

throughout the book.

I wish you all the FOCUS and FUN reading this book!
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PART 1

Coaches Can Build A Profitable And

Sustainable Business Too!
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CHAPTER 1

Discover How I Went From ‘Poor
Coach’ To ‘Rich Coach’

S

My coaching career has had its share of ups and downs,

like most coaches have. Probably like most people

since life is rarely linear.

I started my coaching journey as a meditation teacher in 2006
and gradually moved towards coaching professional athletes
and executives. I was genuinely passionate about my work as
a coach. and I didn’t care much about the money. I was more

focused on helping people rather than on making money.

While it was certainly admirable, it wasn’t sustainable. I
realize that I was lucky. Most people don’t have the luxury of

starting a coaching business and ignoring the financials.

My wife, though, was supportive. She brought in the money,

allowing me to focus on what I loved to do, without having

13
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any other concerns. If she hadn’t been so support- ive and

understanding, I wouldn’t be a coach today.

At first, I held all my coaching sessions in our living room,
although I had set up a small Zendo meditation room in the
attic where I would do meditation exercises with my clients. I
still do these meditation exercises with clients because they

work so well.

So, my wife not only had to support my career that didn’t
really allow me to con- tribute financially to the household,
but she also had to put up with strangers in our home. Now

that I put it in writing, I realize how lucky I was.

Of course, at the time, I was rather oblivious. Clearly, my
business wasn’t generating sufficient income. In fact, that was

the case for the first few years.

However, I focused on the fact that my clients seemed happy
with my services. So, I sim- ply assumed that happy clients

would lead to business growth and, eventually, to a profit.

Boy, was I wrong]!

14
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I did have a few advantages, though. First, I had a pretty
extensive social network, which allowed me to find some extra
clients. The University of Amsterdam had also picked up the

training program I had designed, TopMind®), to study it.

The University published a Ph.D. thesis and an article in a
renowned international academic journal, which showed that
my system delivered tangible and quantifiable results.
Academic proof that the program I'd developed worked,

helped me find a few more clients.

The problem remained that, even with these additional
clients, I still couldn’t boost my income to moderate levels.
Having a stable income was out of the question, and my

earnings fluctuated wildly.

“I MAY HAVE BEEN DOING WELL AS A COACH, BUT MY
INCOME DIDN'T REFLECT IT.”

My income didn’t increase for many years. It wasn’t until 2014
that I realized things had to change. I don’t want to take credit

for it because it wasn’t my realization.

15
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If it weren’'t for Annelies, my wife, I would have likely
continued to be oblivious. However, one day, in the fall of
2014, when we were out on the beach in Zandvoort in The
Netherlands, she turned to me with a look that clearly said she

wanted to discuss something that was bothering her.

My wife is not the ‘complaining’ type. She didn’t come right
out and say that she’d had enough of being the only one
responsible for financially supporting our family. It wasn’t
even a long conversation. Instead, my wife simply said,
“Darling, it would be nice if you could make a little more
money. That way, we can do the things we want with the
family.” That was all she said. I felt ashamed. It didn’t help
that she was being so humble about it, either. I don’t think I'd
ever felt so small in my entire life and it was all my own fault.
I should have been sharing the burden and helping Annelies
with the responsibilities of having a family. Instead, for many
years, I had been pursuing my dream with no regard for our

financial situation.

In all honesty, I'm not even sure when those years passed. I'd

been so convinced that all I had to do was offer great coaching

16
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services, and the money would eventually come that I really
didn’t take much notice of the time that had passed. I just
woke up one day and realized I'd been waiting for a miracle

all those years.

So, for many years, I hadn’t been able to help support my
family. I had also put my wife in a position she should not
have been in. It should not have been necessary for her to tell
me to take care of my family. I'm a man, a husband and a
tather, and I had responsibilities. Instead of being the support

I should have been, I had instead put my family in jeopardy.

At that moment, I resolved to find a way to change things
around. The more I thought about it, though, the more I

worried.

I had absolutely no idea how to grow my income without
giving up coaching, and returning to my previous corporate
job. The idea of quitting coaching didn’t sit well with me. In
fact, it made me pretty depressed. Coaching wasn’t just
another job; it was a calling. I loved the work I did. I was

passionate about it. The thought of going back to spending my

17
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days working in a job that I detested was at best hard to

conceive.

So, I turned to my wife for advice. I was honest with her in
that I couldn’t see a way out.  had done everything I could to
be the best possible coach I could be, including attending
countless courses and seminars. I had firmly believed that
investing all this time, effort, and money would eventually
generate some returns. I had thought that for almost ten years,

and thate belief that kept me stuck in a rut.

Annelies cocked her head and nodded. “I know you've
worked hard on developing your coaching skills. I know you
are doing well, and your clients are happy. And I also know
you do the operational tasks yourself. But I think you've
forgotten one impor-tant thing. You're not just a coach; you're
a business owner as well. Maybe you should think about

developing your entrepreneurial skills too.”

I stared at her, frozen in shock. Suddenly, it felt as if the sky
cleared and the sun began to shine, almost blinding me with
its intensity. I'd been such a fool. I'd been acting as if I was a

coach working for someone else. A business has a lot of

18
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moving parts, and I was only taking care of one aspect — the
one aspect that turned me into an “employee” rather than an
“owner.” I had been working IN my business provid- ing the
service, not ON my business, building a SYSTEM that would
sustainably add more value to the lives of my clients and

others.

That epiphany marked the beginning of a journey that helped
me build a business allowing me to become one of the best-
paid executive coaches in my field, while still having plenty of

time to spend with my family.

Often, we gain the best insights when we hit rock bottom, and
we have no other choice but to get up, dust ourselves off, and

rise to the occasion. That’s exactly what happened in my case.

I knew I had to change something. What I was doing was not
working. At the same time, I loved being a coach and didn’t

want to give it up.

After a journey of training, trying and many errors, I

discovered that running a successful coaching business boils

19
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down to 7 distinct variables (the 7 Ps). I call this model the 7Ps

Pyramid of Prosperity.

Implementing this pyramid model, level by level, improved
my business significantly. My revenues increased 500% and
my income grew even more in only three years’ time. And it’s

still growing!

I've achieved a truly healthy work-life balance. I continue to
generate revenue, even when I'm not working, and I spend

time with my wife, my sons, and enjoy a variety of hobbies.

I am happy and proud to have taken this ‘bumpy’ road that
enabled me to create and implement this model. And I'm
writing this book because I firmly believe every coach should
be able to build a successful business. I know that you can do

it too, if you implement the 7 P’s I explain in this book.

20
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After all, you obviously don’t need a wake-up call — at least,

not like I did — seeing as you're already reading this book.

Clearly, you just need the knowledge of how to go about
boosting your business, which I can provide. I'll be sharing all
the experience I've garnered along the way, and not just
insights but concrete changes and actions I took that helped
me build a thriving coaching business. Armed with the right
knowledge, nothing will stand in your way as long as you take
action. The faster you implement what you learn in this book,

the faster you’ll achieve your goals.

21
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PROMOTE
PAIR

PROOF
PROCESS
PRICE
PACKAGE

POSITION

What you will learn in this book (among others):

* How to boost your coaching income without taking on

a lot more clients. Stop believing the ‘gurus’!

* How to increase your coaching income without raising

your prices. Simply change the way you price.

* How to help your clients playfully achieve their goals
in just 3 minutes per day. Repetition is the master of

skill.

= Stop selling! How to get your clients begging for more

without you having to do any “selling.”

22
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* How to have your clients establish the habits necessary
for sustained results and delegate part of the “self-

discipline” to get there (for both you and your client).

* How to transform personal development into
quantifiable results. Stick with your own coaching
methodology and add a bit of ‘measuring’. It is simple

and fun.

WHO AM I?

Before we move on, I'd like to introduce myself a little better.
My name is Anne-Jo- han (AJ]) Willemsen. I'm married to an
amazing woman whose name is Annelies, and I am the father
of three wonderful boys. Professionally, I am an Executive
Coach, a path I chose to pursue after having worked in a

corporate setting for P&G, Sara Lee and Shell for ten years.

My role as a coach is to help leaders become mentally,
emotionally, and physically fitter. More specifically, I help

leaders become measurably more effective.

I use a leadership training program I developed over a period

of 10 years called Top- Mind®. My program has been
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extensively tested on a wide variety of people, ranging from

top executives and entrepreneurs, to professional athletes.

The results are not only spectacular, but they can actually be
quantified, which is pretty rare for any self-development

program. This isn’t just me tooting my own horn, though.

The University of Amsterdam/AMC reached these
conclusions based on a study they conducted using my
program. The results of the study were pub- lished in the
International Journal of Surgery in November 2015. Some of
the results of my program include increased empathy,

improved work satisfaction, and reduced stress.
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Recently, as I took a little time to think back over the history
of my coaching busi- ness, I realized that I would have never
succeeded had it not been for all the great teachers and

mentors who helped me throughout my life.

So, now, it’s my turn to help others, just like they helped me.
It’s time for me to pay it forward and help more people than
just my executive clients. The 7P’s Pyramid of Prosperity is the

result.

KEY TAKEAWAYS

* For many years, my coaching business was not
sustainably profitable (as is the case for many other of

my coaching colleagues).

* Everything changed when I implemented 7 tactics (all

starting with a P), all of which are detailed in this book.
* My income increased spectacularly in 3 years’ time!

* You, too, can build a successful coaching business if

you follow the 7P’s Pyramid in this book.
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CHAPTER 2

Can This Book Really Help Me?

x>

he word “Coach” can be traced back to the 1550s from
Tthe French word coche, the German Kotsche, and the
Hungarian kocsi. The latter liter- ally translates to “carriage of
Kocs”, from the name of the village where carriages were

made.

In the 15th century, the village of Kocs made its living from
building carts and transporting goods between Vienna and
Budapest. Around this time, “an unknown carriage maker in
Kocs devised a larger, more comfortable carriage than any
known at the time. It was called a Koczi szeter, a “wagon of
Kocs,” which was shortened to kocsi,” writes Robert

Hendrickson.

The meaning for coach as an instructor or trainer first came
about in approximately 1830; it was used as slang at Oxford
University for a tutor who “carries” a student through an

exam. Coaches in the “athletic sense” appeared around 1861.
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Only in the 1970s and 1980s did the use of the word “coach”
become more common in the business arena, introduced by
frontrunner coaches like Tony Robbins and Marshall

Goldsmith.

In this transfer from sports to business, however, the coaching
methodology has changed as well. A coach on the sports field
is in direct contact with the athlete and gives guidance the

moment he sees something that can be improved.

Moreover, when the athlete achieves the intended change of
technique or attitude, the impact on the outcome is immediate.
So, timing and testing the effects of sports coaching are

completely different from business coaching.

An executive coach takes the client out of the work
environment. The coach then asks the client to verbally model
a situation that has occurred, and coaches according- ly. The
client then goes back to the work environment and, ideally,

applies what he or she has just learned.
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This is one of the reasons why effective coaching in the
business arena is so hard to achieve. This book will provide a

solution to this problem.

I am an executive coach myself and have written this book
from my own perspec- tive. But no matter what type of coach
you are: life coach, career coach, sports coach, personal trainer,
or any other type, this book will give you concepts you can

apply in any practice.

This book is for all ‘coaches,” who feel close to the most
original meaning of the word “carriage of Kocs”: helping

someone else find their destination.

IT’S TIME TO GET FIT - BUSINESS FIT!

In our culture, the word “fitness” is mainly restricted to our
physical health. When a person says someone else is fit, your
tirst instinct is to believe they are talking about someone who
engages in some form of sport or bodybuilding or the like and

that they have a great body with lots of strong muscles.

However, that’s doing the word “fit” a disservice because it

means so much more. Ac- cording to the English Oxford
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Dictionary, “fit” means “of suitable quality, standard, or type

to meet the required purpose.”

In fact, that is its principal definition, and its synonyms
include: to be suitable, to suit, be relevant, to be of use, to
serve, to do. The definition related to health is secondary and
refers to being in good health, being shape, especially due to

regular exercise.

In terms of a business, to be fit refers to a firm that is effective
and viable in current circumstances. When those
circumstances change rapidly, being fit refers to a busi- ness

that can mold itself into the right shape.

In the present climate, with the pandemic raging across the
world, the ability to take on the necessary shape is more
important than ever. Businesses that can adapt quickly and
effectively are the ones that will most likely continue to

survive and even thrive.

To me, business fitness is made up of two elements:

1. The clarity to see what will move your business

forward;
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2. The consistency to focus on these “drivers’ long enough

to achieve the desired results.

As an executive coach, I help executives get fitter. In this book,
I will help you get your coaching business into shape so that
you can thrive in a pandemic, but also in the post-COVID-19

reality.

In “From Poor Coach to Rich Coach,” I will reveal the 7
strategies that drive a healthy and fit executive coaching
business, which is one that makes a sustainable six figures or

more.

IS YOUR BUSINESS A BABY OR...?

There are many coaches with businesses in different stages.
Your business might be just starting out and in survival mode,
or you may already have a mature company in the

consolidation phase.

No stage is better than another, as each has its own

opportunities and vulnerabilities. How- ever, they are all
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affected by the same underlying principle: stagnation leads to

failure.

In other words, you cannot stay in the same phase for too long.

You must keep mov- ing, and keep growing.

Like all entities in this universe, what fails to grow and adapt
will eventually die, which also holds true for coaching

businesses.

In this book, I'll help you figure out what stage you are in, as
well as what opportuni- ties you can take advantage of, and

what vulnerabilities you need to strengthen.

I will take you by the hand and show you how to make your
coaching business healthier, stronger, and more agile. You
will also enjoy your work as a coach much more as it becomes

more meaningful and joyful.

In the initial phases, you might earn up to a couple of
thousand per month. At first, this may sound nice because
you're doing something you love, but then you quickly realize

that you're barely making ends meet.
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NOILVAONN!

Unfortunately, during the early stages, most coaches get
stuck, unable to go beyond a certain ceiling, because they
spread themselves too thin. They often have a time-based
pricing system, which limits earning potential, and their

marketing is ineffective.

If you find yourself in this situation, then pay close attention
to this book. My job is to help you not only launch a better
business model, but also help you double your earnings
quickly, which is what this book will do for you if you take

action.

If your business is in a more mature stage, I can help you scale
up even more. For this group, I have our TopMind®Coaches
program with the goal to make a stable month- ly recurring

revenue of at least €10,000 per month.
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At this stage, my job is to help you scale up your business and

help you get three things, namely:

* more money
* more meaning from your work helping others
* more freedom.

I'll help you create a business that is the foundation for a

wonderful, meaningful, and free coaching life.

Don’t worry if you are unsure what stage you are in. I will
help you figure out exactly where you are, and what you need
to do to get to the next stage. If you're impatient and want to

know what stage you're in right now, go to chapter 20.

WORKBOOK TO KEEP YOU MOVING FORWARD

When I started working on this book, my goal was to create
the world’s best book to help executive coaches achieve true
success by scaling their businesses. However, the real value of
a book is not as much in the information it provides, but in its
application. You can have a gazillion great new ideas or

insights, but if you never act, they are all worthless.
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This book is chock full of the strategies and tools I used to scale
up my business from a meager €60,000 per year to over
€300,000 in 2019. And it’s still growing. These are the same
strategies and tools I used with my clients in my private

program for coaches.

One resource I have found to be indispensable is the tool kit.
It works for me, for my clients and it will work for you. As
long as you actively apply everything you learn, which the

tools in the workbook will make easier, then you will succeed.

Make sure to download the workbook right now from

www.PoorCoachRich- Coach.com/toolkit

Once you have the kit, make sure to keep your worksheets

handy and fill them out as you continue through the book.

KEY TAKEAWAYS

* This book is for anyone who feels close to the word
coach’s original meaning; in other words, you help

other people find their destination.
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Business FITNESS describes a company that is effective
and viable in the current environment and can quickly

adapt to changing circumstances.

Business fitness also means having the clarity to see
what will move your business forward and the
consistency to focus on it long enough to make the

desired changes.

This book will reveal seven strategies that drive a
healthy and fit executive coaching business with

revenue that exceeds six figures.

The strategy will depend on the stage of maturity of

your business.

The different stages of maturity are Survival
(Newborn), Growth (Infant), Discovery (Toddler),
Augmentation (Teenager), Standardization (Young
Adult), Consolidation (Maturity), and Disruption
(Death) / Innovation (Rebirth).
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CHAPTER 3

Are You Slaving For The Man Or
Leading For Yourself?

x>

In 2006, when I gave up corporate life to become a Zen
meditation teacher, I also started doing yoga to keep both
my body and mind fit. I started with a form of hatha yoga that

is done in a heated environment.

This type of Hot Hatha yoga basically involves doing 26
specific yoga poses in 90 minutes in a 39-degree Celsius
environment. It’s a great mix of yoga for the mind and exercise
for the body. The benefits to my body are tremendous. I used
to have lower back problems, which are completely gone now.

Also, I've never been so flexible or energetic in my entire life.

The school I went to was the Hot Yoga School, and it was run
by a very dedicated and professional lady. She didn’t just
know a lot about yoga; she breathed it and lived it. It was a

lifestyle for her that she demonstrated on a regular basis.
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One look, and you could see that she had been a committed
yogi for many years. Her body was all the proof one could
need. She was also a very humble, kind, and honest person.

She also had a great team made up of professional teachers.

The yoga school was exactly what it should be. It was an
amazing place with great people who were dedicated to
helping others, and it achieved meaningful impact on so many

people’s lives. On the surface, it was perfect.

Except, it wasn’t. I had sensed over the years that the owner
struggled a bit when it came to running the school. At first,
though, I couldn’t really figure out what the issue was. After
all, they were still highly enthusiastic, provided lots of extra
workshops, invited experienced guest teachers, and everyone

was always friendly and very dedicated.

Over the years, things became clearer. The lady who owned
the place had absolutely no problem handling the yoga side of
things. The problem was with actually manag- ing the place.
The result was that some teachers left the team, and regular

classes that had been going for years were canceled. To top it
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all off, the communication about the situation was unclear and

inconsistent.

It was obvious that, commercially and financially, the Hot
Yoga School was not doing well. Finally, a few months after
the COVID-19 pandemic hit, the owner closed down the
school completely. She explained that it was her only choice
because she couldn’t make it profitable anymore, and she was

worried about the future.

Throughout my time there, I had seen fellow students
suffering from serious mental disorders and/or severe
physical trauma either completely cured of their issues or, at

the very least, experience significant improvement.

So many people saw their quality of life improve because of
the Hot Yoga School and its owner’s teachings and discipline.
It was such a pity that hundreds of loyal students, me
included, were forced to look for another yoga school and

another type of yoga since no one else offered hot hatha yoga.

On paper, everything looked perfect. A great team of yoga

teachers, an outstanding owner, an amazing service, excellent
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teachings, and more. The owner should have been making
money hand over fist, but she wasn’t. So, how can all the right

ingredi- ents still result in a failed final product?

It’s quite simple. Being an expert in your particular field does
not mean you will be an expert at running a business. You can
have a incredibly thriving business with a lousy product or
service. If you don’t believe me, try a hamburger from a
gourmet chef and next try a McDonald’s hamburger, and then
tell me that McDonald’s thrives because it has the best

burgers.

Unfortunately, that’s the way of the world. Just because you
have an amazing product or service, it doesn’'t mean you’ll

succeed, as this yoga school proves.

Basically, it comes down to the fact that being a coach and
owning a coaching com- pany are two different things. Being
a coach means having a job. Owning a coaching business
means understanding that you need to be a coach, but also an
entrepreneur, that you have to add more value to the lives of
your clients than others do. Only then you can say that you

run a business.
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Therefore, a sustainable business model in the coaching world
means developing both aspects, or you will never make a

good, free, and meaningful living out of it.

For years, I was deluded by the false belief that being an
excellent coach was all I needed to succeed and make a good
living. I learned the reality the hard way, but I still succeeded,
and now, I'm enjoying a very fulfilling professional life as a
coach that affords me more than enough freedom to have a
happy personal life too. Thankfully, it also allows me to be in
a position to help others who are experiencing the same

challenges as I did.

DELEGATE OR DEVELOP?

Before you read on, though, you must make a simple, yet
highly important deci- sion that will have far-reaching
consequences. As you have seen, you need to be both a good
coach and a good entrepreneur to achieve sustainable success
with your business. You need to have satisfied clients who

love your coaching, but you also need to know how to run
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your business like an entrepreneur, or you will not be

successful.

These two roles are different in terms of both skillset and
mindset. At first, you might only really feel motivated to
become a great coach. However, you'll discover that fulfilling
both roles effectively is highly rewarding, even if it is
challenging. You will learn that, in this case, it isn’t just simple

math, meaning that 1 plus 1 will give you far more than 2.

Just take a moment to visualize the freedom, joy, and meaning
you will derive from being the successful owner of a truly

prosperous coaching business.

However, you need to decide whether you will develop these

skills in parallel or whether you will delegate one or the other.

This book is mainly written for those who choose to develop
both, but even if you opt to delegate, it still won’t hurt you to

read this book and learn more.
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KEY TAKEAWAYS

Being an expert in a particular field does not equate to

being an expert business person.

It's not enough to be an outstanding coach, to have a
great program, or be dedicated to your clients. An

amazing product or service does not guarantee success.

This book is mainly written for those who wish to
develop their entrepreneurial skills alongside being an

effective coach.
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CHAPTER 4

Money Really Does Make The World
Go Round

S

es, we are going to talk about MONEY in this book.
Where I'm from, it’s kind of taboo for coaches to talk
about money. Apparently, in my culture there is a belief that
coaches should only be concerned with helping others and
certainly not contemplate anything as “gauche” as money.
Because, apparently, we have somehow managed to evolve to

live on air?

Unfortunately, I've had quite a few “funny” beliefs about
money and encountered a few more among my colleagues. I
put funny in quotes because, as you'll see, these beliefs are
truly limiting and at least part of the reason many coaches do

not succeed.
Some of the more common beliefs I have encountered:

* Jdidn’t become a coach for the money
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* Money isn’t important to me

* Don’t worry about money because you'll get what you

deserve
* Thinking about money makes you a bad coach
* Money is a perverse incentive.

The list continues. Even my coaching friends who know me
and have seen my success up close, still consider talking about
money to be unpleasant. They prefer to talk about spirituality,
helping others, doing good, being compassionate, and
generally just making the world a better place. Money has no

place in these conversations.

But what if these two themes aren’t separate? What if they are
really one single theme in nature? What if serving others
naturally leads to making a good living? And what if, by
making a good living, you are in the position to help even
more people? What if one set of themes cannot exist without

the other?

So, no, I will not hide. I will talk about money as well as

serving others because
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I believe that these two themes are two sides of the same coin.
I truly believe that without both ideas, it is impossible for
coaches to level up to the next stage of professionalism. And
if coaches do not level up, their reach is limited. However,
once you advance and become a better coach with a better
business, you will be able to help far more people and give
back far more than if you were stuck, barely making ends

meet.

If we do not talk about how to succeed on a commercial level,
as coaches, we will never be able to establish ourselves among
other well-paid service providers, like law- yers, accountants,
and consultants. It's more important than ever to stay in the
game for as long as possible, so we can serve many more

people in the years to come.

You are a coach, which means that you may or may not make
an average income of between €50.000 and €100.000 per year.
Most coaches do not exceed it, even if they have good

credentials, certifications and plenty of satisfied clients.

The questions you need to answer are:
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What’s wrong with scaling up so that you can keep

working for many years to come?

What's wrong with earning enough to take a break to

recuperate and recharge when you need it?

What's wrong with making enough money to pick and
choose your clients based on whom you would prefer
to work with and whom you can help best rather than

how much they’re willing to pay?

What's wrong with having fun working in the most

beautiful profession in the world?

What's wrong with consistently and sustainably
contributing to creating a better place to live and work

for you and for many others?

There’s only really one answer to all these questions:

absolutely nothing. You need to accept this fact, or you will

never move forward — you will never succeed.

COACH

If you're anything like me, you wanted to become a coach

because you wanted to help people. You wanted to positively
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affect the lives of your clients, to guide and support them as
they became happier, healthier, and more successful both

profes- sionally and personally.

That is noble. Unfortunately, reality is rarely that noble. As
you have learned by now, making a decent living out of

helping others is easier said than done.

The International Coach Federation estimated that there were
approximately 71,000 ICF certified coaches in the world in
2019 (which is only a small part of the total population of
professional coaches), indicating an increase of 33% over the
last cen- sus, which was in 2015. Earnings among their
certified members range from $27,100 and $73,100, with a
global average of $51,000. Unfortunately, the low end of the
range is hardly a decent income for anyone living in a

developed country.

The equivalent of the coaching federation in the Netherlands
(NOBCO) says that 80% of coaches in my country cannot rely
solely on their coaching business to earn a full-time income.

To cover basic living costs, they need to take on a second job.
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This is mind-blowing, especially when you look at the bigger
picture. The ICF’s 2020 Global Coaching Study found that the
total estimated revenue from coaching in 2019 was $2.849
billion, which represented a 21% increase over 2015 when the

study was last performed.

Furthermore, the personal development market is expected to
reach $13.2 billion by 2022, experiencing average gains of
between 5% and 7% per year. According to
marketresearch.com, it’s one of the fastest growing industries

in the world.

It seems that millennials are mostly responsible for driving
these numbers, as it seems that 94% of them are willing to or
already engage in some form of self-development. They're

also willing to invest $300 per month to do it.

Despite all this money floating around the personal
development sphere, a lot of coaches still cannot seem to make
a decent living from their businesses. It just does not compute.
Clearly, there’s a problem somewhere, but that’s what's

happening.
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Several factors could explain this discrepancy. For one, the
personal development industry is highly susceptible to
economic cycles. When the economy is experiencing a
downturn, one of the first things to go is personal
development as HR departments, and individuals cut back to
weather the storm. Unfortunately, this leads to many coaches

struggling to earn a living.

What is interesting is that other experts, such as lawyers,
accountants, tax advisors, or consultants, do not seem to suffer
from this problem quite as much. One reason for this is
positioning: business owners see these services as

indispensable.

Isn’t personal development essential for a business, though?
As coaches, our role is to improve the most important resource
a business has, namely people. Let's be honest, without
people, there is no business. You can only go so far as a
solopreneur, and the firms we're talking about would cease to

exist if they didn’t have employees.

So, considering that, through our work, we help these

companies’ employees become more productive and engaged,
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among so many other proven benefits, why is our value not
recognized? After all, the results we generate translate directly
into improved profitability, as well as a business model that is

far more sustainable over the long term.

And this isn’t just me talking. Plenty of studies have been done
on the effectiveness of coaching. Furthermore, an increasing
number of people have become convinced that coaching truly
has a positive impact on employees and, implicitly, on their

business.

The problem, though, is that most coaching methodologies do
not offer results that can be easily quantified or that are even

readily apparent right away.

So, does this mean that coaches are redundant? Does it mean
coaches will always be subject to the whims of the economy?
Does it mean coaches cannot quantify the results and benefits

they offer a business?

Unfortunately, all these questions can be answered with a

resounding YES.
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That doesn’t mean it always has to be this way, though.
However, as coaches, we cannot expect someone else to come
along and fix the problem for us. We also cannot expect firms
to magically acknowledge our greatness. We have to be
proactive and show them. We have to take the proverbial bull
by the horns and lead him to water. That might be a mixed

metaphor, but it definitely applies.

We need to step up and get business owners and senior
management to see us and the benefits we provide. Now, the
problem is that, as coaches, we talk one language, while
business leaders often talk another. We tend to talk about
abstract concepts like a greater level of well-being or self-
confidence, while business owners talk concrete results, like

effectiveness, return on investment, and profitability.

So, we need to learn how to translate the language of abstract
concepts we’re so used to into the language of concrete results

that business leaders can understand and will value more.
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KEY TAKEAWAYS

* Limiting beliefs about making money are holding you

back.

* Serving others and making money are two sides of the
same coin, and both are necessary for coaches to realize

their full potential.

* Many coaches make less than a livable wage, despite

the self-development market’s growth.

* Though the personal development industry is growing

fiercely, it is still highly susceptible to economic cycles.

* Coaches need to learn how to position themselves as
being indispensable by talking the same language as

business leaders.
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CHAPTER 5

The Course That Flipped My Switch To
llonll

S

Coming back to my story for a little bit (just because you
might relate to it), I want to show you when I started to
learn this lesson myself. While it was only the beginning of my

journey, it was the point where it all started.

So, as I explained, I had started my so-called coaching

business in 2006. Naturally,

I had expected my income to grow as I gained more
experience and became a more effective coach. But when I
actually took a step back and analyzed my income, I was

shocked to discover that the opposite had happened.

I was earning around €35,000 in 2009, only for my income to
decrease to an all-time low of €11,000 in 2015, as you can see

in the graph.
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In other words, my income had gone down rather than up
since I'd started my business. It didn’t take a business genius

to figure out that something was definitely wrong.

Unfortunately, my realization only made things worse.The
more I looked at how little mon- ey I was making, the more
stressed I became.The more stressed I was, the more I focused
on making money. Counterintuitively, it seemed that the
more I focused on money, the less of it I made. Oh, if only
business was as simple as math where 1 plus 1 always makes

2.

My Income 2009 -2015

€ 45,000
€ 40,000
€ 35,000
€ 30,000
€ 25,000
€ 20,000
€ 15,000
€ 10,000

€ 5,000

€-
2009 2010 2011 2012 2013 2014 2015

At this point, I remembered my wife’s advice that I should
develop my entrepreneurial skills as well as my coaching

skills. It was great advice. The only problem was that the real-

54



Anne-Johan Willemsen

ly good entrepreneurial courses that delivered outstanding

results were very expensive.

However, I had made a promise to my wife, and I was
determined to stick with it. I decided to go to the best course I
could find, which turned out to be a seminar for entrepreneurs

in London, held by Tony Robbins.

As a coach, you've probably heard of Tony Robbins. If you
haven't, he’s basically the coaching equivalent of a rock star.
He works with high-profile (and very rich) business and
world leaders, athletes, and many other professionals. He’s
also built a self-im- provement empire through books,

expensive courses and seminars, and much more.

Back then, though, I wasn’t too familiar with his work. I'd
heard he was the best, though, so I decided to take the plunge.
It wasn’t easy. The course was €8,000 for three and a half days,

and that didn’t even include travel or accommodation costs.

It was money I didn’t have at the time. In the end, my only
option was to use the last of my inheritance from my old uncle.

It wasn’t an easy choice. I was about to spend the last of the
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savings I had set aside on something I wasn’t convinced
would work. As I said, I was unfamiliar with Tony Robbins,
and I really didn’t have any idea if the course would generate

any return.

Still, I decided to go ahead. I found the cheapest tickets to get
to London and back, I booked the cheapest hotel that was
within walking distance of the seminar’s venue, and I bought

the cheapest ticket to the course.

Despite holding the cheapest ticket available, I decided to sit
in the front row, as close to the stage and the speakers as
possible. 1 didn’t actually realize it then — at least not
consciously — but I wasn’t supposed to be there. Those seats
were reserved for people who had spent a lot more than me
by purchasing VIP tickets. Those tick- ets were between 3 and

5 times more expensive than the one I had bought.

Now that I think about it, it should have been obvious. In fact,
I cringe a little when I think about how oblivious I was, but I
was so eager to learn that my subconscious wiped out any

common sense. After all, all it takes is common sense to realize
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that the seats right in front of the stage are the most expensive,

as it’s true for any live event.

I was so excited to better see and hear every gesture and every
word Mr. Robbins said that my subconscious made sure any

logical thought exited stage left, and I ignored the rules.

On the first day, Mr. Robbins told us that if we didn’t have an
idea of how to earn our course investment back tenfold within

the first day, our tuition fee would be refund- ed, no questions

asked.

I liked what I was hearing. I was ready to learn. At the same
time, though, I resolved to leave both options open, namely to

either leave after the first day or see the whole thing through.

I had a single goal for attending the seminar, and that was to
learn how to increase my income, which is what I had
promised my wife in the fall of 2014. And I was ob- sessed
with achieving that goal. It was the only reason I had spent so
much money on a course. I wanted to know how to make

more money, and I wanted a clear blueprint on how to do it.
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As Jerry McGuire put it so eloquently, all I could think was:

“Show me the money!”

Tony Robbins started us off with some warm-up exercises.
The first one was easy for me because we were supposed to
define our goals. It only took me a few minutes to write out
my goal — yes, I only had one — and that was to learn how to

make a good living as a coach.

In all honesty, I was getting a little impatient. All these warm-
up exercises seemed point- less. I wanted to learn real money-
making strategies like how to do digital marketing, sales,
social media, financial management, innovation, marketing in
general properly. I wasn’t interested in what seemed like

wasted time and beating around the bush.

If you've experienced Tony Robbins at all, I bet you're rolling
your eyes pretty hard at me. Oh well, live and learn. And I did

learn.

So, there I was, getting irritated, and then we were asked to do
yet another exercise. Define exactly where we are in our

business lifecycle —another easy one. Well, easy to answer, not
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so easy to accept. I was still at the beginning. Despite having
a business for almost ten years, I was still in the earliest stage
possible. It wasn’t fun to think about. But I shrugged it off. I
wasn’t there to talk about where I was; I was there to learn

how to move forward, to progress.

The next exercise had me gritting my teeth. We were supposed
to define the business we were in or wanted to be in, to our
neighbor. That was another easy one that just made my
impatience climb even higher: I was in coaching. Simple.

There. Nothing else to add.

I hesitated, though. My neighbor didn’t seem all that
impressed. So, I gave a better explanation. I was in executive
coaching, helping senior leaders become more effec- tive. I

paused for a moment and then warmed up to the topic.

I enthusiastically talked about all the fantastic coaching
techniques I used to help these leaders become more effective,
including Voice Dialogue, the Self Confronta- tion Method,

Stakeholder Centered coaching, and so on.
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The more I talked, the more excited I became. But when 1
stopped to take a breath and glanced at my neighbor, he didn’t
exactly look as excited as me. In fact, he looked pretty bored.
To add insult to injury, the more I talked, the more bored and
disinterested he looked. The connection we’d first established

was fading away before my eyes.

I made one last attempt to capture his attention and interest. I
explained that I taught my clients to meditate, something that
my colleagues didn’t do. That was cool and interesting, wasn’t
it? My partner thanked me for engaging in the exercise and
excused himself to get a coffee. Yeah, that one didn’'t work

either.

This exercise showed me that I lacked inspiration. It also
showed me that talking about coaching and the techniques I
used didn’t excite my prospective clients. In fact, it bored them
to tears and, worse, made them lose interest in what I could
do for them. I was pushing away prospects, rather than

attracting them.

The problem was that I was making it all about me, myself,

and I. I had fallen in love with the service I offered. I was in
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love with my coaching methodology, with my credentials,

with my own ideas.

The course continued. I was clear on my goals, on where I was
in my business, and it was obvious that my business pitch
didn’t impress anyone other than me. A valuable lesson but
certainly not worth over €8,000. I could have gotten the same
information from a book that wouldn’t have cost me more

than €20.

I started to get a little angry. This was what I'd spent my last
savings on? This is where the last of inheritance from my

dearly departed uncle had gone? For what?

During the next session, before we took a break, Mr. Robbins
said something that finally pushed me over the edge. I
decided to ask for a refund and leave the seminar. I would
wait until the next break to go to the service desk to get my

money back, and then I was out of there.

What got my hackles up? Well, Mr. Robbins wanted to talk
about the purpose of our business. What? This course was

called Business Mastery, and that’s what I signed up for. I
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definitely didn’t sign up to spend time philosophizing, which
was what we were doing. Philosophy didn’t have any place in

business, or so I thought.

As if that wasn’t enough, he sprinkled a little salt onto the
wound, just to irritate me even more. He said that business
was a spiritual game. What was he talking about? Business? A

game? A spiritual game? Was he joking? He had to be joking]!

I was dead broke, but I'd come in from another country to
learn how to increase my income. I wanted to discover ways
to get more paying customers. I'd been at it for a while, but I
wanted to keep going for many more years. I'd already
invested a lot of money, time, and effort to get me to this point.

Business wasn’t a game at all. It was deadly serious.

The stuff about it being “spiritual” made me even angrier. I
knew about spirituality. I had been meditating for over 20
years. I'd worked out that I had spent more than 7,000 hours
doing Zen meditation while seated on a cushion with my legs

curled up like pretzels.
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I had visited Japanese monasteries. I had sat with Zen
Buddhist monks for days and nights, a few times for quite an

extensive period while being away from my family.

How dare he say business was spiritual? I knew spirituality.
And business was not spiritual. If it had been spiritual, I

would have been a billionaire by that time.
Or so I thought.

At that moment, all indecision went up in smoke. On the next
break, I was going to march over to the administration table at
the back of the room, hand in my workbook, and get my
€8,000 back. All this stuff Tony Robbins was spouting was
ridiculous, and I wasn’t going to waste the last of my savings

listening to it.

In the very next instant, after I'd made my decision, a
gentleman sitting next to me asked what kind of business I
was in. My kneejerk reaction was to respond like I always did,

namely that I was in coaching. But I hesitated for a moment.

I had just tried the same old approach I usually used a little

while before, and I had crashed and burned. I needed a
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different approach. Strange as it might seem for an
experienced coach, but the light bulb finally went on. I was too
focused on my product. I needed to shift that focus to my
customers. I needed to fall in love with my customers and not

my product.

I had mixed up the means with the end. Instead of focusing on
whom I was serving and what they really cared about, I was

all about the tools. That was the worst possi- ble approach.

The objective of a first conversation is to generate curiosity to
increase the chances of a follow-up conversation. Figuring out
how I can best serve my customer, and how to explain the
practical benefits I could offer my ideal client, would be a

much better strategy to generate that interest.

So, I tried a new pitch: “I help clients work a day less while
achieving a day of free time more, so they have more time to

spend with their families.”

I paused for a moment to determine what reaction my pitch
prompted from my prospect because that's what he had

become. When I saw that he seemed curious, I continued, “I'm
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a Fitness Trainer, and I help leaders ‘shape up’, mentally,
physically, and emotionally in order for them to do more in

less time and with less energy.”

“What do you mean by mental fitness?” he asked, which was
a clear indicator that he was curious. Even that small amount
of curiosity was better than the completely blank wall I'd

come up against on my previous attempt to explain what I do.

“It's about being more mindful, more focused,” I explained.

“Focused? Mindful? What do you mean?” he asked.

“Mindfulness helps you better concentrate on the present, on
your current tasks at hand, but it also helps you better connect

with the people around you.”

His eyes lit up. “I seriously struggle to keep my eye on the ball.
I always seem to be looking for something better, something
shinier, and I have trouble focusing on what I'm supposed to

be doing in the moment and following through.

“My wife constantly complains about it. In fact, it's gotten so

bad that she’s told me she’s had enough and wants to leave
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me. Is there any way you could help me? Can you tell me more

about what you do, please?”

I blinked and did an internal victory dance because I'd been
able to connect with a prospect. At that moment, it wasn’t
about the potential to make money. It was all about learning a
valuable lesson that helped me connect with someone whom

I could really help.

Iinvited him for a drink that evening in the hotel lobby so we
could talk more. After we spoke that evening, he decided to

become a client. I was stoked.

As soon as I got to my room, I decided to post my new “pitch”
in the seminar’s pri- vate Facebook group. A few minutes
later, I received a private message from a Polish businessman
who had read my post and was interested in what I had to
offer. We agreed to meet during a break the following day,

which resulted in us scheduling a call right after the seminar.

So, let’s recap. Within a single day at the seminar, I had found
two new prospective clients I could help simply by placing the

story, needs, and benefits of my clients at the forefront. I did
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this while already having decided that I would be leaving the
seminar. Of course, my whole outlook changed. I was pretty
excited. Not only had I earned part of my investment back
already, but I'd also had two meaningful conversa- tions with

new clients who needed help.

Furthermore, in keeping with my philosophy, it was so much
more playful to adapt and create a story that met the needs of
my prospective clients rather than try to force my old story

onto them.

Helping and serving others, having fun doing it, and making
a decent living from it. Isn’t that what we all want? Isn’t that

the dream when we get into coaching?

At that seminar, I had one of my biggest epiphanies. If you
focus on money, you'll end up having a problem making it.
However, if you add boundless amounts of value to other

people’s lives, the money will come to you.

As long as you don’t fall in love with your products and
services, which will change in time, and focus on how to better

serve your clients, the money will come to you.
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Tony was right: business IS a spiritual game!

KEY TAKEAWAYS

* Jtook my wife’s advice to develop my entrepreneurial
skills and attended courses to learn how to grow my

business and increase my income.

* If you want to grow your business, don’t fall in love

with your service but with your clients instead.
* Business is a spiritual game.

* Making money is not about money, but about adding

value to people’s lives.

* The more you focus on adding value and the less you

focus on money, the more money you will attract.
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CHAPTER 6

The Transformation Lies In The
Application

S

True transformation lies in applying what you have
learned. Merely taking the information on board without

taking action will not generate results.

I knew this. Atleast on a theoretical level. It had been repeated

constantly throughout the seminar as well.

I was so eager to learn that while the seminar went on I filled
a notebook with notes and ideas of actions I could take to
improve my business. I was really fired up and determined to
implement everything I had learned. I made a mind map with
all my intentions and insights. I started working on everything

at the same time, right after the seminar.

The first few days, I was pumped up and ready to take on the

world. The regular day-to-day tasks took over in the following
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weeks, and the fire started to dim until it faded away

completely over the following few months.

I found it hard to follow through on what I had learned.
Everything I wanted to do seemed to take far more time to

implement than I had expected. It was time that I didn’t have.

The thing is that my normal personal and professional routine
hadn’t changed. After completing my regular coaching work
and administrative tasks, I only had a little time left to focus

on things like marketing or sales.

I also discovered that a lot of the marketing and sales advice
that had sounded pretty awesome and definitely very
convincing during the seminar didn’t really seem to work for

me as a coach when applied in a real-world setting.

So, I decided thatI'd probably received too much information,
and the advice just didn't work for my coaching business.
After all, it was a completely different type of business to those
being presented as examples during the seminar, so, clearly,

the advice wasn’t a good fit for my business.
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However, some of what I had learned did help. I implemented
one or two things that led to positive changes in my business.

Overall, it was well worth the investment.

Maybe it wasn’t the seminar’s fault at all. Maybe I was the

problem, and the goals I'd set weren’t realistic.

Instead of blaming the seminar, I decided to go again two
years later. I would be more focused this time. Instead of
trying to do everything at once, I'd concentrate on just a few

actions in the specific areas where I felt I needed to develop.

This time, I was lucky because the seminar was being held in
Amsterdam, so I didn’t have to spend quite as much, though
it was still a significant investment. I bought a regular ticket
and made sure I got to the venue early so that I could find the
best pos- sible seat. I didn’t have the courage to sit up front
again, but I did succeed in finding a seat right behind the VIP

section, which was still quite close to the front.

An hour before the program started, I was unpacking my
notebook and getting ready when I saw a familiar face. It was

Ali Bouali, a local celebrity better known by his professional
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name of Ali B. He’s a rapper, entertainer, and presenter, but
also a highly successful businessman who manages numerous
local famous artists. He is one of the most famous rappers in
the Netherlands and has a net worth of millions. Everything
he touches seems to turn to gold, including any business he

gets involved in.

Among all the contemporary celebrities in the Netherlands,
he’s probably one of the most popular in both younger and
older age groups. I must admit that I'm also a fan but not
necessarily because of his music. He does outstanding and

very meaningful cultural work, which I truly appreciate.

He inspires young people and entrepreneurs from different
ethnic backgrounds to make a positive difference in the lives
of other people. I also really appreciate the way he does it
because he never preaches. His approach is very playful,

funny, and accessible.

So, there he was, dressed in his usual R&B/rapper style
clothes. He had on a shiny light blue Adidas tracksuit and a
small leather Gucci bag on his hip. His long, curly black hair

was shiny and seemed to dance on his shoulders. He finished
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the whole ensemble with a huge pair of gold glasses that

covered a large part of his face and brought the bling.

If you're wondering why I spent so much time describing his
appearance, it’s because I found the whole thing a little
incongruous at the time. I mean, he looked a little out of place,
and that’s coming from me. I knew who he was and that he
was a successful entrepreneur. I cannot imagine what
everyone else thought. It was a valuable lesson, though, in not

judging anything or anyone by their appearance.

Now, most of the other 3,000 participants were from other
countries, so I was a bit sur- prised to see a fellow Dutchman.
I decided to say hello and welcomed him to the seminar.
Unsurprisingly, he was friendly and introduced himself. We
had a short chat, and then he went to take his seat. As you
might expect, he had an exclusive ticket in the VIP area right

in front of the stage.

His colorful outfit made him stand out, so I could see him
easily throughout the rest of the seminar. When he was
actually present. I'll explain what I mean in a moment. This

time I was ready for the seminar. I knew what was coming.
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Several speakers would cover different topics in various
sessions. Each speaker would spend about 45 to 60 minutes on

their talk.

Because by now I knew the risk of getting too much
information, my plan was to pop out of the room after each
speaker I was interested in hearing finished, to complete my
notes in a quiet environment. I also intended to carefully
phrase the specific ac- tions I would take to ensure I could

easily follow up right after the seminar finished.

The last time I’d attended, I'd left with lots of notes, but I failed
to transform those insights into actions, which had been the
biggest hurdle for my transformation. So, this time I was
determined to also execute more of the insights I had gained,
but specifically to ensure I acted on the right ones in a

significant way.

Every time I left the conference room to work on my notes, I
would see Ali pacing the hallway while talking on his phone.

The first time, I thought it was a coincidence.
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After the first day, though, he seemed to be in the hallway all
the time. I'd go out into the corridor and, every time, there

he’d be, talking animatedly or typing away on his phone.

Two days of this, and I couldn’t help but judge him. I mean,
who buys a ridiculously expensive €15,000 ticket and then
spends three out of the four days in the hallway making phone
calls. He only followed the seminar for the first day. The other
three days, he was on his phone. It made me wonder why he
had even bothered showing up. It seemed such a waste of a

major investment.

At the end of the seminar, I had a concise list with a few
actionable items covering the specific areas I wanted to

develop.

Later, I also connected with Ali on various social media
platforms. He’s also a busi- ness coach for young

entrepreneurs, which means he’s quite active on social media.

A few weeks after the seminar, I saw Ali's post about
attending the “Business Mas- tery” seminar. I must admit I

was curious about what he had to say (it was a video), but a
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small voice in my head snorted, “What can he possibly say

since he was only really there for the first day.”

When I did watch the video, though, I understood. At first, he
said that he found the seminar extremely worthwhile,
interesting, and inspiring. Of course, that little voice in my
head went off again, pointing out that he’d missed most of the

seminar.

Then came the interesting bit. Apparently, he’d learned so
much in the first day of the program, and he wanted to
implement it all immediately. It took him three days to do it.
He explained that he decided to skip the rest of the seminar
and con- fer with his team and partners. Essentially, every

time he got an insight, he acted on it immediately.

At that point, he was so clear on what he had to do to improve
his business that he didn’t want to wait a few days until the
end of the seminar to act. If he would wait, he would lose
momentum. Instead, he decided to attend the program later
on, at anoth- er time to discover more about what happened

during the days he missed.
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A few insights that you follow up on properly and implement
are worth far more than a notebook full of notes. Ali B took

things a step further than I did.

Clearly, I'd misjudged him. He hadn’t wasted an expensive
ticket. Instead, he’d proven to be very cunning and smart

because he knew that the value doesn’t lie in the

“know-how” but in the execution. You will only transform
your business when you (promptly) apply what you've

learned.

KEY TAKEAWAYS

The transformation is in the application.

* The main trap in personal development is to have a list
of intentions and a pile of notes, but shortly after, run

out of “steam” to apply them.

* A characteristic of successful entrepreneurs is that they
quickly apply what they learn in a course, even though

it means missing out on a large part of the information.

* A few insights you follow up on and implement are

worth far more than a notebook full of notes.
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CHAPTER 7

Do Less And Achieve More!

x>

ow, I'll be honest with you. Not all strategies and
Nadvice you find all over will apply to coaches.
Especially when it comes to all the business coach- es and
marketing gurus. They provide you with what seems like tons
of exciting information on how to do this or that to grow your
business. You cannot land on a page without seeing an ad for
an e-book, a free (or paid) course, webinars, challenges, and

SO On.

Then you go and take a paid program, and they basically tell
you to do what they do: be active on social media, put up
Facebook ads, hire a virtual assistant, offer courses online for
free, go live, write a book, get organized, do email marketing,

and the list goes on. And on. And on.

While it all sounds amazing, it doesn’t work. I proved that. In

2014, I was so ob- sessed with becoming more business savvy
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that I turned into a sponge and absorbed everything I could. I

also implemented one strategy after another.

As you can imagine, it didn’t go well. In fact, I hit rock bottom
in 2015, one year after I had promised my wife that I would
turn things around. I spent a year doing what the gurus taught
me to do, and yet I only made a gross income of €11,000 for

that whole year. Why?

I can give you plenty of reasons, but it all really boils down to
the fact that a coaching enterprise differs from other types of

businesses in one way:

We have very limited time available to work “on” our
businesses as we have to work “in” our businesses most of the

time.

This is why we cannot take advice from just any business
coach or marketing guru. It's also why a giant action list will
only run you into the ground. Coaching business- es are not

the same as other companies!

Our profession is rare in that we sell our time, awareness, and

presence to our clients. We work one-on-one or one-on-many.
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Sometimes, that has to be in person or at least via a video

connection.

We cannot hand off all we do to someone else or something
else. It is possible, but not easy, to scale up our business

because it relies, to a great extent, on us.

A lawyer, consultant, or tax advisor, or basically any other
business, can sell a product or service they can easily replicate,
like a report or information. Moreover, they can delegate part
of their work to other specialists or junior colleagues. Their

business model is easily scalable and often very profitable.

As coaches, though, we sell our time, our presence, and our
awareness. We sell our empathy and ability to connect with

others, which is something inherent to us.

How we can scale our business, works differently from other
businesses and needs to be done in the right sequence and

with good timing. I'll explain “how” in part 2 of this book.

This book aims to help you double your revenues, which
means we need to help you improve your ability to market

and sell your services. As coaches, we are, to a certain extent,
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the product. So, we have to sell ourselves too. Selling yourself
requires a differ- ent approach than selling an “externally”

sourced product or service.

A car salesperson can say that the car he’s selling you is the
best car for you. And it will be credible. However, it’s hard for
a coach to say convincingly, “I am the best coach you will find,

so you should work with me.”

The problem is that most business consultants and marketing
gurus don’t understand this difference. That’s why most of the
advice they offer on selling and marketing a service doesn’t

work for coaches.

So, we’ve established two important things:

1. Most of the advice business gurus provide will not

work for a coach.

2. Coaches have a limited number of things they can do

due to time constraints.

That means that we must prioritize and focus. You don’t have

to engage in massive undertakings, but you do have to ensure
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you are doing one or two things that really move the needle.
You also need to be consistent and follow-through to ensure

that you can reap great results.

It's a bit like those hammer-and-nail challenges they used to
have at the fairs of yore. You'd have a large piece of wood that
was secured on the ground. Then, they’d give you a hammer
and a few nails. The challenge was to drive the nails into the

wood as quickly as possible.
What makes an amateur different from a professional?

Well, an amateur will take the nail and hammer it as quickly
as possible. After a few attempts, the nails will either shoot
from the block or bend. The amateur tries again with another
nail. However, he doesn’t change his approach, despite the
probability of it happening again. Even if he eventually does
manage to drive the nail into the wood, it will have taken a lot

more resources, energy, and time than necessary.

A professional, on the other hand, will take a nail. He places
the nail on the block and concentrates. He hits it once or twice

until he’s driven it far enough into the wood for it to stand on
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its own. He’ll then hit it repeatedly, gradually increasing the
power of his blows. However, each blow is focused, so each
blow lands. Every time a blow lands, it drives the nail deeper

into the wood.

The result is that the professional will drive that nail into the
wood faster, with less wasted material and less energy than
the amateur. Essentially, he uses fewer blows, but each one

has a significant impact.

You need to be the professional and not the amateur. You need
to be as effective as pos- sible in the implementation of your
marketing and sales activities. Choose one or maybe two
activities, get the right equipment, and concentrate. The right
concentration means having the clarity to see which actions
will get you the best possible results and then executing them
consistently and with full focus until you achieve those great

outcomes.

83



Poor Coach To Rich Coach
KEY TAKEAWAYS

* Many common business strategies and advice do NOT

work for coaches.

* Coaching businesses are different from other types of
companies because there is no business without us, and

we have limited time to work “on” the business.
* Coaches ‘sell’ time, awareness, and presence to clients.

* There are ways to smartly replicate and scale our
coaching service, but in an entirely different way than
other service providers like lawyers and consultants do
it.

* Lack of time as coaches means prioritizing and

concentration is essential.

= Stick to a few things that really move the needle in your

business and ensure you follow through consistently.

* Be as effective as possible when implementing your
marketing and sales activities by choosing those actions

that will net you the most results.
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CHAPTER 8

Everyone Wants To Know What's In It
For Them

S

now understand why I had so much trouble attracting new
Iprospective clients. When I introduced myself, I'd talk all
about what I loved about coaching, like meditation, the
various coaching methods I'd mastered, and what my

programs were like. I was in love with my products.

Of course, none of it resonated with my prospective clients. I
was focused on myself instead of the people I wanted to serve.
I forgot one very important fact — people always want to know

what’s in it for them.

Me: “I practice meditation with my clients”. Prospective

client: “So? Why should I care?”

Me: “I use this amazing coaching method I've mastered.”

Prospective client: “Again, why should I care?”
Me: “I've got this great program ...”
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Prospective client: “This is all great, but I still don’t get why I

should care and what’s in it for me.”

While a prospective client will never say this to your face, they
simply won’t feel at- tracted. They don’t care about you or the
amazing features you're offering. They don’t want your
“techno babble”. What they care about is themselves and
finding solutions for their day-to-day practical problems.
That's especially true in today’s flashy world, where all kinds

of experts seem to be trying to sell you something.

It might seem selfish, but the fact is that we all feel the same.
How often do you roll your eyes when someone is listing off
a bunch of features about a product? You don’t say any- thing
because you want to be polite, but when the shop clerk rattles
off yet another highly technical feature of the computer you

want to buy, you're tempted to walk out of there.

Why should you care about what type of RAM or what

graphics card that computer has?

On the other hand, if that same clerk would explain to you that

he has a solution that saves you up to a couple of hours of
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computer work each week and that that computer would
ensure that you could play any video game on the market,
suddenly, you would be far more interested in what he’s

talking about.

This experience taught me a valuable lesson. It's up to me to
show my clients the value I can add to their lives. It's up to me

to make the benefits of what I do more transparent.

I realized I had to step up. I had to put myself in my clients’
shoes. I had to think like them, instead of getting stuck in my

own dogmas and technical expertise as a coaching expert.

I needed to move beyond being a coaching expert and become
a client expert. I had to speak their language and understand
their world better. That allowed me to become far more

helpful and have far more meaningful conversations.

If your business is organized to meet your needs instead of

your clients” needs, then you have a job and not a business.

Unfortunately, throughout the first ten years, I got caught up
in the vehicle instead of the results. I knew things had to

change, though. I wanted to create a sustaina- ble business
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that allowed me to consistently improve the quality of my life
and my coaching clients’ lives. This ultimately resulted in me
building a business that offers me tremendous freedom and

fulfillment.

The purpose of my business was to transform the quality of
the lives of my coaching clients. My coaching mainly consisted
of scheduled, straightforward, face-to-face coaching sessions
that I held either in-person or through video. I'd have a session

every couple of weeks with most of my clients. That was it.

The problem is, though, that hundreds of thousands of other
coaches in the world do the exact same thing, in the exact same
way and setting. For a long time, I was stubborn enough to
believe that my coaching sessions were better. After having
met so many other executive coaches around the world, I

know that’s not the case. I was being naive.

I needed to find a unique approach. I needed to go beyond my
one-on-one format and implement a special strategy to serve
my coaching clients while consistently delivering what they

wanted and needed.
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I'had to be patient and add more value than others did, which

would enable my business to grow.

“COACHES LIKE YOU AND ME MUST MAKE THE VALUE
WE ADD AND THE BENEFITS WE PROVIDE OUR CLIENTS
AND THEIR EMPLOYERS MORE OBVIOUS.”

The first step was to start thinking from my clients” point of
view. What did they really need? What were their problems?
I also had to delve into why coaching is so sensitive to

economic cycles. I reached two conclusions:

1. In business, a key metric to measure success is the
return on investment, or ROL. Companies that pay for
coaching have no idea of the return on their investment

in coaching.

2. Coaching rarely results in positive lasting behavioral

changes.

I built my coaching offers in such a way that they solve these
two problems. In part 2 of this book I will explain how you
can do the same and enjoy the benefits that come from this

approach.
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An increasing number of coaches are finding ways to measure
and report on the ef- fects of their work. This book will help
you, among other things, incorporate methods to objectively

track and report on the progress your clients make.

It's an excellent way to enable you to make the value you
provide your clients with more obvious. When you can show
your clients how much value you are adding to their lives,

your revenues will increase accordingly.

“THE MORE OBVIOUS YOU MAKE THE VALUE YOU ADD
THROUGH QUANTIFIABLE METRICS, THE MORE
INCOME AND, THUS, MORE FREEDOM YOU WILL
HAVE.”

You will learn a variety of “value drivers” in this book. You
can apply them as they are or modify them to suit your
situation. You can implement all of them, only a few, or start
with just one. However, the “value driver” I present in the

next chapter is the most fundamental.
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KEY TAKEAWAYS

* People only care about “what’s in it for them.”

*» Stop focusing on yourself and your coaching
methodologies, and instead become completely client-

oriented.

* Show clients the value you can add to their lives by

making the benefits more transparent.

* Build your coaching business to solve at least two

critical problems:

e Companies that pay for coaching don’t know

their ROL.

e Coaching rarely results in positive lasting

behavioral changes.
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CHAPTER 9

Coaching Is A Contact Sport

x>

In 2014, I was working with a professional football player.

That’s soccer for the Americans among us.

Bart, as he is called, is a fantastic person, and he’s doing really
well right now as the captain of Sparta Rotterdam. It’s a mid-

level football club of the top Dutch league.

I held a workshop at his football club for the players and staff.
Subsequently, Bart contacted me to ask me to coach him. He
knew that physical coaching was impor- tant. He also had the
clarity of mind to acknowledge that the mental and emotional
side of things would make a difference and would get him to

the peak level of perfor- mance he wanted to achieve.

We agreed on the terms. I told him I wouldn’t work for free. I
like sports, especially football, though, so I was willing to give

him a discount but couldn’t afford to give him a free ticket. He
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said he was fine with it and that he would cover the cost him-

self. So, we started working together.

He came to me every week. He’d get into his car after every
training session and drive to my office in Haarlem. It was a
long drive. It took him one-and-a-half hours. Add in the return
trip, and you’ve got three hours of commuting to the session.
Then there was the coaching session itself, which lasted
around two hours. So, he was spending five hours per week

on his mental training.

He was always very motivated and well-prepared. He was a
lot of fun to work with. You could say he was the perfect

student for any teacher.

After a few months, though, he had a confession to make. “I

have to admit something,” Bart said.
“What is it?”

“l value our sessions. I tell other people about it. I feel
inspired, and I'm getting to know myself better. But —,” he

hesitated for a moment.

93



Poor Coach To Rich Coach

“Yes?” I encouraged him. I had no idea where he was going
with this, but I wanted to help with anything he was
concerned about. Especially since that “but” was related to my

coaching.

“It’s so hard to do anything after our coaching sessions. Acting
on my insights and changing my behavior and habits to get
tangible results is so difficult. I have the best intentions, but
once I leave our sessions, I'm finding it very challenging to act

on them and integrate them into my life and my practice.”

I blinked. Yes, I know, it was a very eloquent response, but I
was honestly stumped for a moment. Then the thoughts
started spiraling. If someone who was as dedicated and driven
as Bart Vriends couldn’t do it, who else could? I’d never met
a person as disciplined as him, and even he couldn’t develop

the habits he needed to grow.

I was a bit desperate, I'll admit. He’d walk out the door of my
office full of optimism and inspiration. He was happy with the

coaching he was receiving. And yet... it wasn’t enough.
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However, what he said crystallized an idea in my mind about
coaching and what it should really be about. It shouldn’t be
just about inspiration, consciousness, or feeling good. After
all, he felt great, he was inspired, and his self-awareness and
knowledge skyrocketed. It didn’t translate into lasting change,
though. He wasn’t achieving lasting behavioral change, which

is what leads to sustained positive outcomes in the long term.

I was a bit puzzled. It was obvious I had to think about the

situation while being honest with him and with myself.

I looked into various statistics, and that’s when I started to
understand the true potential for change. According to
research by ING in 2007, only 10% - 20% of all intentions to

change succeed.

It makes you wonder about how many things we’ve learned
in our lives out of pure coincidence. All skills and behavior
result from repetitive practice, direct feedback, and a certain

reward when we succeed.

I thought I was a good coach, but it seemed I wasn’t good

enough to help my clients achieve positive, sustainable
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outcomes over the long term. And there are lots of good
coaches. That's a fact. But doing just one-on-one interventions

is not enough.

I scoured the internet and, pretty much, the whole world, to
tind something I could use that would help my clients achieve
positive lasting behavioral change. That's when I discovered

Marshall Goldsmith.

Marshall Goldsmith is the top executive coach in the world. In
a video I found, he admitted that he had someone call him
every single day, no matter where he was in the world. At
22:00, every night, alady would call him and ask him the same

ques- tions repeatedly.

“CONNECTING FREQUENTLY AND EFFECTIVELY WITH
YOUR CLIENTS WILL LEAD TO BETTER RESULTS.

I decided to try this approach. We called our clients every
single day. Later, we created an app and added progress
report cards to see how our clients were devel- oping. We still
call some of our clients, but most prefer the app because it

offers the same results.
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The advantage is that we don’t have to call everyone and have
recorded data we can analyze. After our analysis, we realized

the results were astonishing.

I had found the missing link in my coaching. That’s how I
achieved one of my most important insights about my
profession: coaching is a contact sport. The more fre- quent

and the better the contact, the better the result.

Coaching is a contact sport. No, don’t worry, I don’t mean that
in the traditional sense. You won’t be signing up to learn Krav

Maga or join the MMA or anything like that.

What I mean by contact sport is that you need to connect with
your clients more frequently and effectively. If you increase
the number of “contacts” you have with each client, it will lead
to you having a greater impact on your clients, which will

translate into higher revenues.

Are You Holding Yourself Back?

As a coach, you're already aware that there is a major gap
between knowing something and acting on that knowledge,

to turn it into behavior that leads to positive outcomes.
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I want to share with you the most important limiting belief
that held me back from improving as a coach, and building a
prosperous coaching business. I want to tackle this issue now
because I believe most coaches have the same limiting belief

and it is sabotaging your efforts to grow your business.

Limting belief: my clients are disciplined enough to follow-up

“IF YOU CHANGE NOTHING, NOTHING CHANGES.”

Tony Robbins

The limiting belief is that if your client knows how to do
something, he’ll actually do it, and the results will be obvious

and visible. We all know that is not true.

The best example of this is the weight-loss industry. There’s
plenty of information available for free, showing people how
they can lose weight. Different nutritional approaches for
every need, various exercise programs, advice, science, and so

on. It's all available online for free.

Despite this, a multi-billion-dollar weight-loss industry has

grown (and continues to grow) because people just cannot
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seem to lose weight permanently. Is it the lack of knowledge?

Of course not.

You cannot visit any site or watch a YouTube video without
getting hit by all sorts of weight-loss ads. If you actively search
for weight loss advice, the number of weight- loss ads you see

skyrockets until you almost feel overwhelmed.

So, what's the real problem? Well, people don’t take action.
They have (or can easily obtain) the knowledge, but they don’t
implement it. Many people are also looking for a magic pill to

help them succeed overnight, but that’s another discussion.

“WHAT IF ALL THE OBSTACLES YOU THINK ARE
HOLDING YOU BACK ARE JUST IN YOUR HEAD?”

Remember Mr. Bart Vriends, the football player from earlier
on? He had the same problem. He had the will, the drive, the
discipline to succeed. He also had the knowl- edge. Yet, he
couldn’t do it. He couldn’t implement any of the insights he’d

gained and techniques he’d learned into his life.

He was non exception. Then again, what could I expect when

even I had trouble following up on my daily exercises. And I
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was the coach. So, I wasn’t really surprised that my other

clients experienced the same problem.

We all lack self-discipline. We would be doing ourselves a big

favor if we just admitted it.

“IF A DISCIPLINED, PROFESSIONAL ATHLETE COULDN’T
FOLLOW THROUGH ON THE RULES AND STRATEGIES
WE’'D AGREED UPON IN OUR COACHING SESSIONS,
WHAT CHANCE WOULD ANYONE ELSE HAVE?”

A training method might be inspirational, but it’s pointless if

it doesn’t deliver results.

Coming back to my story, I was stuck. Since that’s the best
place to be when you want to achieve a breakthrough, I was

in luck.

The major insight I had gleaned was that “know-how,” in the
sense of being aware of something or the information our
brains retain, doesn’t automatically turn into “show-how”, or
a sustained, physical, habitual behavior. In other words, just
because you know how to do something, it doesn’t mean

you're going to do it.
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Remember how Marshall Goldsmith — the world’s number
one coach — had someone call him every day to ask him a
series of questions he’d developed himself? And how he had
to answer them and how this happened every day? And how

he’d been doing it for decades?

He admitted that he took this approach because he felt he was
too undisciplined and too much of a coward to do what he
should be doing on his own. Marshall Gold- smith, the
world’s top leadership thinker, and coach, admitted he
needed help and showed that needing help was more than

okay.

Marshall Goldsmith inspired me, and I offered my clients the

same daily service.

I could either contact them by phone or through an app.
Subsequently, I had an online platform developed to convert
their daily answers into valuable insights and progress

reports.

I'm quite certain you’d like to enjoy the benefits too, as well as

making them available to your clients. If it all sounds too good
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to be true, or if you think you could never pull it off yourself,
don’t worry because, in the upcoming section of the book,
we’ll be taking a closer look at the actions you can take to

move your business forward.

Part 2 of the book will look at the seven practical Ps of a

Coaching

Business Plan, as well as everything I implemented to make

my coaching business a success.

KEY TAKEAWAYS

* The top limiting belief holding you back is thinking
that your clients are disciplined enough to positively

change with no external help.

* Even the most disciplined athletes are unable to follow

through on their intentions after coaching sessions.

* Coaching is a contact sport: the more and the better

your contacts, the better the results.

* Help clients adopt a daily habit that will lead to lasting

change without taking up more of your or their time.

102



Anne-Johan Willemsen

Create a daily question service that would ask your
clients questions and provide them with valuable
teedback on their progress, while reminding them of
the goals they wanted to achieve and helping them stay

on track.
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Executive Summary Of Part 1:
Coaches Can Build A Profitable And
Sustainable Business Too!

You can build a successful coaching business with the
clear strategy outlined in this book, along with the use

of the provided tools and metrics.

The goal of this book is to help you double your revenues.
Many coaches fail because they treat their practice like a job
instead of a business. No matter how amazing you are as a
coach, you will not succeed if you don’t have the skills to run

a (small) company.

So, you need to work on improving your entrepreneurial
skills. However, not all the business and marketing advice
provided by the so-called gurus works for coaching

companies.

Coaching companies are different from other types of
businesses because, as coaches, we are the business. We,

therefore, have limited time to dedicate to marketing and
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sales, so we must focus on one or two things that help move

the needle forward.

When it comes to scaling up, we cannot take the same
approach as other profession- als. We can do it, but we need
to employ a different strategy and ensure we’re doing things

in the correct sequence and at the right time.

You also need to shift your fascination. Instead of being in love
with your coaching service, you need to fall in love with your

clients and focus on the value you can add to their lives.

Clients only care about “what’s in it for them,” so you need to
make the benefits you offer practical and transparent. You also
need to learn to speak the same language as the ones who pay
your bills, if you want to succeed and avoid being susceptible

to economic cycles.

There is a distinct difference between Know-How and Show-
How. It’s essential that you overcome the limiting belief that
your clients will do something just because they know-how.
The only way to ensure your clients achieve lasting behavioral

change is by understanding that coaching is a contact sport.
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Help them to repeat, be reminded, and reward them for the

practice of new behavior.

You need to connect frequently and effectively with your
clients to help them suc- ceed. Use a tool that allows you to
maintain daily contact with your clients and track their

progress, and doesn’t cost you or your clients a lot of time.

Just remember that, like your clients, knowing something
doesn’t necessarily mean you will follow through.
Unfortunately, if you don’t execute what you learn in this
book, you will never level up your coaching business. Don’t
worry, though, because you’ll discover how you can
outsource your own “self-discipline” to keep you on track and

ensure you succeed.
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PART 2

Discover The 7 Ps To A Prosperous

Coaching Business
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“GIVE ME SIX HOURS TO CHOP DOWN A TREE, AND I
WILL SPEND THE FIRST FOUR SHARPENING THE AXE.”

ABRAHAM LINCOLN
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CHAPTER 10

Ready For Take-Off?

x>

Now that you have a better understanding of WHY it’s
time for you to take your business to the next level,

we’ll be looking at HOW you can do it.
I'll help you define three things:

1. What are the different stages your coaching business

can be in?
2. What are the specific vulnerabilities and opportunities?

3. What are the strategies you can use to move to the next

level?
When you want to improve something, where do you start?

I always ask this question in my workshops and keynote

speeches. I get all sorts of interesting answers.

The most common is that you start by defining your goal. The

second most com- mon is that you need to determine the tools
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and/or techniques to help you achieve your goals. The rarest
answer is to determine the current level of development of the

business.

Even though it’s the rarest answer, it’s the starting point. If
you're using something like Google Maps to plan a journey,
you need to know where you are starting from. Otherwise,
how can the system calculate the best route and how long it

will take you to get to your destination?

Your starting point represents a fixed, crucial anchor. You can
take different routes to get to your destination — after all, there
are many ways to get to Rome— and you can even decide to go
somewhere else while you're en route to your original
destination. Maybe you’ve already been to Rome and decide

to head to Milan instead.

What you cannot change, though, is your point of origin. Not
unless you have magi- cal powers or you’ve secretly invented

teleportation technology.

So, your origin point is fixed, and the coordinates will not
change. Furthermore, without your starting point, you cannot

create an effective plan.
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A TV show called Obese helps seriously overweight people
lose weight. It's a great challenge, and it’s also interesting to

watch from a psychological and physi- ological viewpoint.

What do you think is the first thing they do? They weigh
everyone to determine their starting point before they define
goals or make plans. Any growth, develop- ment, or
improvement starts with first getting to know the coordinates

of where you are currently.

You cannot succeed if you don’t know where you are right
now. Once you know your point of origin, then you can decide
on what you can do at that moment to move your business

forward.

When I went to seminars for entrepreneurs, I was so eager to
grow my business that I implemented lots of tactics and
strategies. The problem was that while those strategies and
tactics were “right,” the timing was “wrong”. That’s why my

coaching business was suffering instead of improving.

I started with social media, advertised on Facebook, and
implemented various other tactics I had learned about during

the seminars I attended. I even hired an assistant.
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The problem was that my business was not yet mature enough
to benefit from the money, time, and effort I invested. Hiring
a personal assistant or being active on social media can be
effective tactics, but not when you’ve spread yourself out too
thin. They're also not good tactics when your cashflow is

unstable.

We're coaches, so we have to provide the service ourselves.
This means that we do not have a lot of time available. That's
why it's essential to determine where you are as a coach,
which will help you figure out those few key strategies and/or
tactics that will net you the best ROl when your time is

limited.

As we move forward, the most important thing any of us can
do is to understand what our current level is, identify
opportunities, and ultimately create a compelling vision for

the future.

I could only grow my business and, implicitly, my income,
and implement those few effective strategies, ONLY once I
understood the level of my business” maturity, but also what

my vulnerabilities and opportunities were at the time.
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So, how mature is your business right now? What state is it in?
Once you are clear where you are, you can start developing
your business by implementing the right tactics and strategies

at the right time.

KEY TAKEAWAYS
* This section explains HOW you can grow your
business.

* Improvement always starts by knowing exactly where

you are, i.e., what your point of origin is.

* The first step is to determine the current level of your

business’s development.

It acts as an anchor point so you can figure out the most

effective strategies to level up your business at that point.
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CHAPTER 11

Figure Out Where You're Going By
Working Out Where You Are

S

“THAT WHICH CAN BE FORESEEN CAN BE PREVENTED.”

Charles H. Mayo
We’ll use the metaphor of the different stages of the
human lifecycle to identify where you are now, the
challenges you face, and the opportu- nities you have.

Remember, we’re talking about the level of your business and
not how good you are as a practitioner. You can be an
experienced, “mature” coach, but your business could still be

very “young.”

We'll first do a quick overview, and then explain the different

stages in more detail later on.

Like with any human, it all starts with birth, followed by the

stage of anewborn. You then develop and grow into an infant,
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followed by a toddler, a teenager, a young adult, and finally,

you get to maturity.

When you have reached fully maturity, you will either pass

away at some point,

TODDLER

INFANCY

NOILYAONN!

Which disrupts the cycle, or your business might pivot. This
will allow your business to be “reborn” and start a new cycle.

In this case, the cycle can continue indefinitely.

The purpose of this model is to help you figure out where you
are in the business li- fecycle. Identifying the stage your
business is currently in will ensure that you choose the “right”

strategies and tactics for this particular stage of your business.
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The model will also help you identify the challenges you are
currently facing and must overcome. You'll also find it easier
to identify the opportunities available to you and that you
should take advantage of, to take your business to the next

stage of evolution.

Once you know what you can do on a practical level, I will
help you identify one to, at most, three actions that will help
move your business forward within the next 90 days.
Remember, for a coaching company, the golden rule is ‘less is

more.’

All the phases are equal. Neither matters more than another.
They all present challenges and opportunities. A business in

the adult phase is not better than one in the teenage phase.

What is important is continued progress. You cannot stagnate
in a stage unless you want your business to fail. You cannot
emulate Peter Pan. You have to keep moving forward and

“growing up.”

Don’t worry, though, because I will guide you on how you can

do this for your own business.
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THE 7 PHASES OF COACHING BUSINESS MATURITY

As the model shows, a business’s maturity level is split into

seven phases.

Newborn — Getting started

It all starts with you seeing the light and being willing to take
on personal risk. It might seem odd to you as a coach, but, in
this stage, your main focus needs to be on fulfilling your own

needs.

You're passionate about coaching and are excited to get
started, connect with others, and have structure and purpose
in your life. In this initial phase, you need to learn to manage
yourself, and your business is more a “paid” hobby than a job,
let alone a business. You are also highly focused on

developing yourself as a coaching expert.

You're not earning much, and your income is pretty volatile.

It's not enough for you to survive over the long term.
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There’s nothing wrong with being a “newborn.” This is the
stage in which you learn and explore this great new adventure

you’ve embarked on.

However, if you don’t grow to move into the following stage
within a certain amount of time, the risk is that you'll be facing
infant mortality. Getting stuck as a newborn for too long will
eventually force you to find other means to earn a living
because you won’t be making enough to survive. You'll burn
through your savings, or you won’t feel rewards, and you’ll

probably end up accepting a job working for someone else.

Infancy - Survival

This is the stage in which the race for survival starts. Your goal
is to not only survive but also grow. You need to keep moving

forward.

At the moment, though, the name of your business is,
tiguratively speaking, “You Inc.” You ARE the business. You
handle everything, from acquisition to administra- tion and
coaching, to aftercare. It's still more of a job than a real

business.
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Even though you need to grow, it’s difficult to do so because

you are so focused on the quality of your coaching service.

You're focused on “producing” and delivering as many

coaching sessions as possible.

You might even be tempted to do some other type of work on
the side to up your income. You might even consider working
for a larger coaching network or business. They could provide
you with clients, but you would have to take a pay cut because

of lower rates.

As a coach, you work on a time-based rate, which could be
hourly, or daily, or some other time measurement, depending
on the situation. However, it all leads to one conclusion: you

only get paid when you coach. No coaching, no money.

So, you end up with a volatile income, which is one of the
biggest challenges you have to deal with. In the infancy stage,

you're highly sensitive to the economy’s cycles.

Your main struggle revolves around being uncertain about
your future. The risk of stagnating in this phase is the same as

for a newborn. Sticking around too long as an infant will lead
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to you giving up your business, and likely taking a “regular”

job for the increased security it provides.

Toddler — Discovery

This is the stage when you start turning things around. It’s the
point when your coaching job becomes a real coaching
business. You've achieved liftoff, and now things are starting
to accelerate. Your business has reached the stage where it can

“walk” and “talk.”

You, as the business, are discovering a variety of different
opportunities and challeng- es. Unfortunately, you are not
doing it the best way possible. At this stage, we call this
“method” managing by crisis. Essentially, you're constantly

putting out fires, and things are a little chaotic.

To get the situation under control, you start hiring freelancers
who can handle your business’s non-core tasks. However, the
business still relies on you, and you must make all the

decisions.

Now that you've got additional costs besides your income,

your cashflow is still un- predictable and problematic.
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It’s an exciting stage in the development of your business. You
feel proud that you are creating a compelling future. You'll
still have to wait a little while for the financial rewards to

come, though.

If you get stuck in the toddler phase and do not progress to
the next level within a certain time frame, you'll have to deal
with multiple risks. Through discovery and experimentation,
you’'ll encounter various new challenges, such as hiring staff,
dealing with legal problems, financial concerns, and so on.
Not only can these challenges cost you financially, but they
will also distract you from your coaching work and your

customer acquisition and retention endeavors.

Teenager — Augmentation

You know what teenagers are like, whether you remember
your own time as a teen- ager, or your own children have
thoroughly reminded you. Teenagers believe they are
“adults,” but practice says otherwise. They often don’t
understand the implications of their behavior. This also goes

for the teenage stage for a business.
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At this point, you've started developing a professional team
to help you manage your business. Your income and cash flow
are no longer challenging. Now the challenge is to grow your

business. Innovation runs rampant.

You also want to do everything under the sun and firmly
believe that you can. As a teenager, though, you're
overconfident. You mistakenly believe that more means
better. Your business is organized around people rather than
tasks, while systems and accountability are either weak or

non-existent. Trouble is just around the corner.

You are focused on growing your business and generating
revenue. So, you push for more sales, constant
entrepreneurship, but you also focus on creativity and

innovation.

If you do not move out of this stage at some point, you run
into various risks. Since you’re a teenager, which means
you're acting more mature than you really are, you un-
derestimate the risks. You could easily end up making
expensive or even fatal failures in your legal and/or financial

management.
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Young Adult — Standardization

In the human lifecycle, when you become a young adult, you
start getting serious and settling down. You think of the future
and make more educated and committed decisions regarding

what you should and shouldn’t focus on.

This also applies to your business. Your systems and
accountability have evolved and are stronger. You manage
risk better, and you redefine what success means to you in the

long term.

At this point, it becomes a challenge not to put the brakes on
your business” develop- ment. You might have the freedom to
do everything you want, but it’s tempered be- cause you listen
to the educated decisions others make and have faith in your

systems.

A smart strategy to consider, is selling the business in this

stage, or start preparing for a complete or partial exit.
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Maturity — Consolidation

This is when you start reaping the rewards of all your hard
work. You've developed a sustainable system that allows you
to effectively serve your customers while also fulfilling your

own needs.

The business is no longer reliant on just you because you have
a team of people around you that have the same values and

share your purpose.

The group knows the business inside out. They understand
the why, the how, and the what. They also have a clear plan

to achieve future sustainable growth.

Goals are clear, excellence has become predictable, and sales
and profits are on the rise. Institutional governance of

processes takes place.

At this point, you need to keep an eye out for challenges
caused by the business aging, such as political tensions.
Passing the blame instead of solving conflicts and problems
between (co-)owners and/or business partners also becomes a

concern.
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This is the stage where you want to consider selling all or part
of the business, and/or finding a partner with a different skill

set compared to you as a coach entrepreneur.

Disruption Leading to Death or Rebirth — Die or Pivot

The only option we humans have when we reach the end of
our lifecycles, is death. However, with a business, you actually

have two options to move on to the next phase.

The first, of course, is to watch your business as it breaks down
and “dies.” The better option is to pivot, reinvent, and
transform your business through dis- ruptive, radical
innovation. In other words, you need to do something new

and different to breathe new life into your business.

If you manage to reinvent yourself, then the lifecycle starts
over, and you're once again a newborn. This new go-around
will not be exactly circular because of the experience you
gained the first time. So, you'll still have to survive moving
through all the phases, but you'll know what to expect and
have a better grasp of what needs to be done to achieve

success.
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WHAT STAGE IS YOUR BUSINESS IN?

You probably have somen idea of where your coaching
business is in the lifecycle. However, do not rush to draw your
conclusion. In the next part of the book, I'll pro- vide you with
an assessment that will clarify the concrete elements you
should work on to help you move from one stage to the next.

92 93

KEY TAKEAWAYS

* Identifying where you are will help you choose the
right strategies and tactics for your business at this

point in time.

* All phases are equally important and present a learning

opportunity.

* You must continue growing from one phase to another

because stagnation leads to failure.
* The seven phases of business maturity:

* Newborn — your main focus is on fulfilling your

own needs, and your income is low and volatile.
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Infancy — you're focused on survival, but also on
growth. You are still handling all aspects of the
business, and your income continues to be

insufficient and volatile.

Toddler - your business has achieved liftoff, and
things are picking up. You're managing by
crisis, and your income may have increased, but

it’s still unpredictable.

Teenager — you're developing a team to help you
manage the business. Income and cash flow are
no longer a challenge. You are focused on

growth.

Young Adult — you are more focused on the
future and make more educated and committed
decisions. Your systems and accountability have
evolved, and your risk management has

improved.

Maturity — you're reaping the rewards of your

hard work. You have a sustainable system in
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place to effectively serve your clients while

tulfilling your own needs.

* Death or Rebirth: pivot, reinvent, and transform your

business by innovating to avoid death.
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CHAPTER 12

The Only Three Ways To Grow Your
Coaching Business

S

One of the promises I made in this book is that it would
help you at least double your sales. In this chapter, I'll
show you how to do it. You'll also discover that it’s easier to

achieve than you might have expected.

Jay Abraham, a famous investor, business leader, and
executive coach, says there are ONLY three ways to grow a

(coaching) business:

1. Increase the number of clients
2. Increase the average transaction value (price)
3. Increase the repurchase frequency.

When I ask my colleagues how to go about growing a
coaching business, most of them say that you need to get more
clients. Of course, more clients mean more revenues.

However, it’s not easy to achieve because of the level of trust
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you need with your clients and the personal sensitivity

involved in coaching.

Others have said that you need to increase your price. If you
don’t know how to raise your prices effectively, though, you
have to be careful. I'll explain how you can increase your rates

without losing clients in the Chapter “Price.”

Almost no one mentions the third option, which I've
discovered is the easiest to achieve. Increasing the number of
clients you serve is difficult. Increasing the price is achievable,
if you do it the right way. However, increasing the repurchase

frequency is quite easy to achieve.

Interestingly, if you combine all three principles, you will
achieve exponential or geometric growth. Here’s a bit of math
so you can better understand what I mean by exponential or

geometric growth.

Let’s say that you have 20 clients per year. You charge €200
per session, and your coaching program consists of 10 sessions
on average. Your total annual revenue will be 20 multiplied

by 10 multiplied by €200, which works out to €40,000.
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Now, you want to grow your business, so you decide to tackle

one element of the three. Your goal is to increase it by 10%. If

you have 20 clients, that means adding 2 more clients, while

nothing else changes. Your total revenue will now be 22 multi-

plied by 10 multiplied by €200, which works out to €44,000 or

a growth of 10%.

What if you're more ambitious than that and what to tackle

more than one element? You decide to work on two

three elements and grow them by 10%.

Coaching Company EXAMPLE:

of the

Number Price per Length of TOTAL
of clients coaching session coaching relation
20 * €200 * 10 €40,000

_ 10% increase 0% increase 0% increase 110 %
- ]
o
E 22 * €200 * 10 €44,000
3
o 0% increase 10% increase 0% increase 121 %
P .
E 22 * €220 * 10 €48,400
a8
- 10% increase 10% increase 10% increase 133 %
of 1 1
-l
g 22 * €220 * 12 €58,800
Al
- 10% increase 25% increase 50% increase 206 %
of |
g 22 * 250 * 15 €82,500

Exam

131

Source: Jay Abraham



Poor Coach To Rich Coach

Your 20 clients are now 22, and you raise your prices to €220.
The repurchase fre- quency, though, remains the same. Now,
you're making 22 multiplied by 10 multi- plied by €220, which
works out to €48,400. So, your total revenues increased by 1.1

multiplied by 1.1 multiplied by 1.0 or 21%.

What if you're even more determined and decide to tackle all
three elements? Well, you now have 22 clients in a program
with 11 sessions paying €220. You'll earn 22 multiplied by 11
multiplied by €220, which is €53,240 per year. In other words,
you’ll achieve growth of 1.1 multiplied by 1.1 multiplied by
1.1, which is 1.33 or 33%.

Therefore, if you manage to grow each of the three elements
by 10%, it will have a geometric effect that will lead to a 33%

growth of revenues.

So, having learned this, how can you double your sales, which

is the purpose of this book?

It takes time in the coaching business to acquire new clients.

It's also difficult. There- fore, we’ll assume that you can
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increase your client base by just 10%, taking you from 20

clients to 22.

Increasing your rate is a little easier if you do it the smart way.
Don’t worry because I'll show you exactly how to do it in the
next chapter. In this case, we’ll go with an increase of 25%,
taking your average price from €200 to €250 per session. I
believe that pricing per session is not the smart way, as I'll
explain in the chapter on price, but let’s use it, for now, just as

an example.

Boosting the repurchase frequency is the easiest aspect to
handle. I'll show you why and how you can do it later. We’ll
assume that you extend the length of your coaching
relationship with your client from 10 sessions to 15 sessions,

which means a growth of 50%.
What do the annual revenues work out to now?

We started with 20 clients multiplied by 10 sessions multiplied

by a price of €200, which worked out to €40,000 per year.

Now, though, it will be 22 clients (10% increase) multiplied by

15 sessions (50% increase) multiplied by €250 (25% increase),
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which means you’ll be making €82,500 per year, registering a

growth of 206%.

So, if you increase your number of clients slightly by 10%,
raise your average price by 25%, and improve the repurchase
frequency by 50%, which means extending ithe relationship
with your client, you will more than double your sales (see

diagram).

I ran the risk of putting you to sleep by slogging through this
calculation for a very important reason. I wanted you to see
that what might sound unrealistic and impos- sible to achieve,
such as doubling your sales, isn’t quite as hard as you believe.
Once you understand that ‘revenue’ is made up of various
elements (not just the number of clients) and how geometric
growth affects the calculation, it’s easier to see that it's an

attainable goal.

Now, let’s take a look at how to increase the different elements
practically. Then, we’ll make a realistic plan to help you

achieve this goal.
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KEY TAKEAWAYS
* You can only grow your coaching business in three
ways:
* Get more clients
* Increase the average value of a transaction

* Increase the frequency of repurchases, i.e.,

extend the relationship with your clients.

* Combining all three leads to geometric growth, namely
an increase of 10% in each will net 33% gains rather

than 30%.

* To double your revenues, you will need to increase the
number of clients by 10%, increase the average price by
25%, and increase the length of the coaching

relationship (i.e., repurchase frequency) by 50%.
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CHAPTER 13

The 7ps Or The Pyramid To Prosperity

x>

You have seen that you do not have to grow the number
of clients or increase your prices unrealistically to
double your revenues. The exponential effect of the three

elements working together will help you get there.

This chapter will show you how you can optimize these three
drivers of value with the elements you have available in

coaching.

The ultimate goal is to create a prosperous life for both you

and your clients.
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PROMOTE
PAIR

PROOF
PROCESS
PRICE
PACKAGE

POSITION

I have created a framework that consists of seven “P”
variables that will help you transform your coaching business
and improve your clients’ lives. When put together, I call them

the Pyramid to Prosperity.

We're constantly being overloaded with information. We’re
being screamed at by gurus and business coaches left, right,
and center. Everyone is better than everyone else, and they all
have the strategy that will take our business to the next level.
Of course, none of it really applies, but we're still tempted.

And it’s so hard to figure out what to do.
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However, you do not take your business to the next level by
doing all the right things, but by doing the right thing at the

right time.

Based on your business’s maturity, you will be able to
determine what actions in the seven different areas you need

to take to accelerate growth and double your sales.
The 7Ps of a coaching business are as follows:

= Position

» Package

= Price

* Process (and People)
* Proof

= Pair

= Promote

I'll provide an overview of each one and then explain them in
more detail while providing you with practical tips in the
following chapters that you can apply to your own business.

First, though, a short overview.
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POSITION

Specializing is where the money is at. Choose a specific
“dream” client and describe them. This means focusing your

coaching practice on a small but distinct target client group.

These are the people you can provide value for, and whom
you enjoy spending time with. They're also the people you can

serve differently and better than other coaches.

For example, you might choose to coach only female business
executives with chil- dren. It might sound like too narrow of a
group, but you’ll understand later why it's a good idea to

niche down and specialize.

The questions you can ask yourself to determine to what

extent the POSITION level is developed are:

* Have you clearly described your IDEAL client,
including their age, gender, profes- sion, hobbies, etc.,
and do you have a well-resembling image printed out

and placed in a visible position to act as a reminder?

* Do you regularly decide NOT to work with someone

who deviates too much from your ideal client profile?
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* Is your IDEAL client’s definition clear, and are your

sales and marketing efforts focused on them?

PACKAGE

Offer your customers a choice to make it easy for them and

yourself to manage.

The goal is to have an irresistible offer, but to package it in two
or three options with different price points, which will make
it easy for your clients to choose. We’ll discuss why this

approach works so well a little later.
The questions you can ask yourself:

* Are your coaching offers clearly defined, priced, and
presented when you communi- cate with your clients

and prospects?

* Can your clients choose from (at least) three different

offers with various price points, ranging from low to

high?
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* Do you also offer additional coaching services besides
one-on-one  coaching, like online training,

masterclasses, resources, templates, and e-books?

PRICE

Stop charging for your time. Your clients aren’t paying for
your time. They pay for results. You need to adopt that
mindset and switch to a pricing structure based on value or

performance.
The questions you can ask yourself:

* Are your prices NOT related to your TIME? Do you
predominantly charge your clients based on what gives

them VALUE instead of what you spend your time on?

* When clients ask you how much you charge per hour
or session, do you tell them that you don’t have a unit

price or an hourly price?

* Do your coaching programs have a predetermined
endpoint or a specific length, or a fixed number of

sessions?
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PROCESS (& PEOPLE)

Create processes to make your life easier and gain easy wins.

Do what you do all the time, using the same simple approach

(with the same qualified People) to minimize complexity

while maximizing quality.

The questions you can ask yourself:

Are your core business processes (such as coaching
delivery, invoicing, and sales) named, clearly
described, and visually illustrated to organize and

streamline the way you run your business?

Do you have a budget or scorecard for projected
income, costs, number of prospects, and so on, which

you review regularly?

Do you delegate time-consuming or routine tasks to
useful software or (external) people who can do it

better and more cost-effectively than you?
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PROOF

What gets measured gets done. You need to stay on top of
your clients. Follow up with them between coaching sessions

and monitor their progress.

Not only will this maximize your clients” potential to achieve
results, but it will also provide you with proof for them and

other stakeholders of the value you add.
The questions you can ask yourself:

* Do you have a structured way of measuring and
reporting the progress your clients achieve during a

coaching program?

* Do you deliberately and consistently follow up with
your clients to help them in their practice and turn
intentions into new behavior between coaching

sessions?

* Do you involve your client’s colleagues, partners, or
other stakeholders in the pro- gram to provide

teedback on the client’s progress?
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PAIR

Build the relationship, or “pair,” with your prospects and

clients one step at a time. Don’t rush things.

Take your time and complete the journey from start to finish
in the right sequence. Don’t skip any steps. Coaching is a
contact sport, the more frequent and the better your contacts,

the better the results.

Think of it as a marathon rather than a sprint. You're like a
builder. If a builder rushed or skipped steps and didn’t first
lay the foundation, then wouldn’t proceed in the correct
sequence, the building would come down like a house of

cards.
The questions you can ask yourself:

* Do you patiently and carefully build TRUST at the
beginning of a relationship by delivering VALUE

without expecting anything in return?

* Have you mapped out and written down the different

phases of the customer journey?
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* Do you have a free or low-priced TRIAL program to

familiarize new clients with you and your services?

PROMOTE

Deliver so much value to your clients that they do all your
promotion for you. Turn strangers into your ambassadors.
‘Word of mouth” marketing is the most undervalued yet
number 1 proven effective marketing tactic for coaches (and
other service providers too). The questions you can ask

yourself:

* Do you have a straightforward approach to encourage

satisfied clients to refer your services to others?

* Do you have a marketing approach for each phase of
the customer journey, from a new prospect to a

satisfied client?

* Do you have a strategy to attract new clients through
social media, digital marketing, or other loyal and

happy clients, etc.?
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KEY TAKEAWAYS

= The essential framework of the seven “P” variables will

help you take your coaching business to the next level.

* The Pyramid to Prosperity consists of:

Position — determine your dream client and

describe them.

Package - create an irresistible offer and
package it in two or three options with various
price points.

Price — change your mindset and adopt a pricing

structure based on value or performance.

Process & People — create Processes to simplify

your life, delegate it to qualified
People (VA’s) and maximize your wins.

Proof — maximize your client’s potential to
achieve results, leading to proof that you add

value.

Pair — build your relationship with your clients

without rushing. It's a marathon, not a sprint.

Promote — deliver lots of value, and your clients

will promote you.
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CHAPTER 14

Position —- Who’s Your Dream Client?

x>

A
[\

POSITION

Philip Kotler, the father of marketing and branding,
explains positioning as “the act of designing the
company’s offering and image to occupy a distinctive place in

the mind of the target market.”

In practice, it means that you create a particular image of your

offer in your custom- ers” minds.
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For example, ask a family with a newborn what car they’re
going to get, and often, they’ll say a Volvo. That’'s because

people know Volvos as safe, family cars.

On the other hand, mention you know someone who owns a
Ferrari, and everyone will automatically assume that person
must be very wealthy. Ferrari have positioned their cars as

luxury status symbols.

I'll be frank. When I first looked at the idea of positioning, my
eyes glazed over a little bit. Not only did it all sound so
complicated, some of it just didn’t seem to mesh with what we

did as coaches.

However, over the years, I discovered that positioning is
particularly important for coaches. There are so many
different coaches, but there is a very small distinct client group
that only you can best serve. Precise positioning will help you
build a powerful personal brand and successful coaching

business.

For us, as coaches, we'll be looking at positioning a little

differently. Not so much as creating a perception of our brand,
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but more adjusting our business to meet the needs of our

typical ideal client.

DETERMINE YOUR TARGET MARKET

To evolve your business to meet your customers’ needs, the
tirst thing you have to do is determine your target market. It’s
the most crucial step because it is the foundation of everything

you do.

Defining your target market means figuring out who would
benefit from and is genuinely interested in what you're

offering.

Let's go back to our car example. Ferrari’s target market
consists of wealthy people for whom status symbols are
important. Their target market is NOT young families with

average incomes.

As a coach, though, you need to narrow it down a bit further.
If you want to achieve the best results, you should target the
smallest possible audience. The audience you can best serve.

That’s the way to ensure that your business thrives.
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The riches really are in the niches in any market, but especially

in coaching.

“THE RICHES ARE IN THE NICHES.”

HOW I LEARNED THE VALUE OF NARROWING MY
AUDIENCE

I'll admit, this is something I had to learn the hard way. It was
spring, and, for a change, I had a lot of work on my plate. An
athlete, whom we’ll refer to as ‘Helen’ to maintain her

anonymity, called me.

I hadn’t heard of her before because I wasn’t really into
athletics. I did a quick Google search, though, and discovered

that she showed promise.

She had been successful at her sport when she was younger.
Unfortunately, her career came to a premature end because of

a private tragedy and a serious accident.

Her physical and emotional recovery took years. However,
once she’d recuperated, she was still young enough to

compete.
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In the meantime, she had tried a different profession, which
she didn’t find fulfill- ing. Now, she felt compelled to put her
running shoes back on and make a second attempt at

achieving her full athletic potential.

She called me personally, explaining that she wanted mental
coaching and liked what she’d heard about my approach. Her
situation touched me, and I was honored that she had chosen

me.

When I heard her story, I was deeply moved, not only by what

she’d been through, but also by her willpower.

I couldn’t say no. I had to help Helen, especially considering
her background and strong will. I did tell her that I couldn’t

help her for free, however.

She replied that it wouldn’t be an issue but that I had to

discuss finances with her manager.

That made me hesitate for just a moment. Helen’s manager?
So, another person was involved. Things had just become a

little more complicated than I'd expected.
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So, I called her manager. I explained that I was willing to help
Helen. I offered the manager a great deal, or so I thought. A
75% discount off my regular monthly fee, so they could cancel
whenever they wanted, without a long-term commitment or

any strings attached. It was a fabulous deal.

The manager disagreed. He told me he’d have to think about
it because some of the other coaches working with the team

were doing it for free.

Other coaches? Even more people were involved? Then the
manager told me I'd have to work with them too. They had
seven coaches with different specialties, covering nutrition,

physiology, technique, planning, and so on.

We’d all have to work closely together to bring all of these

areas into a cohesive whole.

We eventually agreed on terms. Then, Helen and I started
working together. It turned out that many of the problems
happened with her daily interactions with her team members,

like sponsors, coaches, and even her manager.
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She asked me to help her improve a specific interpersonal
communication skill to minimize these issues. While it was
connected to her mental development, it would have been
better for us to first work on the intra-personal beliefs holding
her back, the psychological aspects, and the habits she would

need to improve sustainably over the long term.

However, I wanted to help and support her in whatever she

needed, so I went along with it.

Over the first few months, I worked for days to help her. I
attended various meetings with the other coaches. I went to
some of her competitions to see how she was doing in real-
world settings. I spent a lot of time on the phone with her, her
manager, and the other coaches. I mediated conflicts between

the team members and so much more.

Though we spent all this time together at first, the frequency
of our coaching sessions gradually decreased. Furthermore,
Helen didn’t follow through properly on her daily discipline,
that we were using to instill new and useful habits, and

ingrain healthy new behavioral patterns.
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A review of all her progress across all her stakeholders at the

six-month mark re- vealed disappointing results.

The review’s score and the feedback were appalling. I'd never

had a client achieve such a low score after six months of what

she had believed to be “hard” work.

I showed her the results. She responded by saying that
although she’d initially gained some insights from my
coaching, it wasn’t working for her anymore. Therefore, she

wouldn’t be continuing our relationship.

She was right.  hadn’t been able to help her grow. We’d both
been absorbed by the complexity of a multi-functional team,
which distracted us from structured and prop- er mental

training.

The entire coaching program was time-consuming and
complicated, but didn’t deliver results. I didn’t feel fulfilled. It
had also taken up a lot of my time and hadn’t even been

tfinancially rewarding.

At first, I was disappointed, but then I was relieved. It also

made me re-assess the types of clients I wanted to work with.
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The clients whom I could truly help and add value to their

work and personal lives.

WHOM SHOULD I WORK WITH?

So, I asked myself which of my clients made good progress,
but also whom I was inspired and energized by to work with.
I looked at the clients I was happy to work with and tried to

figure out their traits.

All these clients, as I soon realized, were intrinsically
motivated and had some level of self-discipline. They also had
something that I call internal attribution. In other words, they
looked for the solution within themselves and were curious

and eager to learn.

These were the traits I wanted all my clients to have because

they motivated me to be fully committed and prepared.

I took things a step further and conducted an analysis. I
compared the progress my clients had made with the amount

of time I had spent with them.
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Since we measure physical and behavioral progress
consistently (see chapter Proof ), it was easy to analyze. I was

surprised by the results.

I found a clear correlation between the time I had spent with
clients and the progress they had made. However, it’s not the

correlation you might think.

The clients who had made the most progress were not the ones
I'd spend the most amount of time with. This was actually the

opposite of what I was expecting.

“THE CLIENTS I'D SPENT LESS TIME WITH HAD MADE
THE MOST PROGRESS.”

One thing was certain. After my experience with Helen, this
analysis helped me discover who I wanted to work with, my

ideal client.

I didn’t want to work with people who wouldn’t dedicate
themselves to their own transformation and then would
blame me when the coaching didn’t work. I wanted to work
with people prepared to go all in, to do the work, and to make

themselves happy with the results they achieved.
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HOW TO DISCOVER YOUR IDEAL CLIENT

Once I understood that I needed to narrow down my target
market, I investigated how my colleagues were doing it. They

all said that choosing a niche was wise.

Going off the strictest definition of a niche in business, I wasn’t
too fond of that idea. It seems far too analytical but also
abstract. It was almost as if people rated a niche as attractive
just because of its size or because it was overlooked and

underserved.

This approach was too rigid for me. I wanted more freedom
and flexibility. Howev- er, I did want to continue working
with clients like those I already had. These were people who

were happy to receive my help and made me feel fulfilled.

These clients filled me with energy and also tended to be long-
time clients. As I analyzed these IDEAL clients, I realized that

they broadly shared the same traits and demographics.

Since this group of people had easily identifiable

characteristics, it was already a niche. However, it was a niche
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of my own definition and, more importantly, one in which I

felt comfortable and capable.

Most of us coaches are compassionate. We are moved to help
and support others. These are wonderful traits. In a way,
assisting others to improve different areas of their work and

private lives is our reason for being.

There’s also a downside, though. We can fall into the trap of

trying to help everyone. Unfortunately, that is impossible.

I can help some clients better than I can help others. It has
nothing to do with the quality of my coaching or even the
client’s suitability or willingness. It does, however, have

everything to do with the quality of the relational match.

In research on therapeutic effectiveness, the concept of a
relational match is referred to as non-specific factors. Non-
specific factors refer to dimensions that include the
therapeutic alliance, whereas specific factors refer to the

specific tech- niques and interventions.

You've met people whom you get along with amazingly well.

You've also met people you dislike. And for no discernable

158



Anne-Johan Willemsen

reason. They just “rub you the wrong way.” That’s why the

term “non-specific factors” is used.

These factors are considered the most critical drivers of
coaching success. How well matched you are, as a coach, with
your client is more important than the coaching method, the

client’s willingness, the coaching topic, and so on.

So, if you try to help everyone, including those with whom
you have an insufficient relational match, you will not get
optimal results. That’s the problem with trying to help

everyone. It’s also a vulnerability.

I call it the “rescuer syndrome.” We try to rescue many people
when we should be focused on rescuing the clients we are best

matched with.

We can better and more sustainably serve our clients and
ourselves if we choose the types of clients we enjoy working

with.

Choosing to work with a “dream” client is a far more effective

approach.
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Both you and your client will achieve better results and be far

more energized and motivated.

IF YOU WANT TO BE A GOOD COACH, WORK WITH
GOOD PEOPLE.

Marshall Goldsmith

HOW TO CHOOSE YOUR “NICHE”

When I posted on social media, who was I addressing? When
I developed a new coaching program, how much should I
charge? Should the price be low enough for a starting athlete
to afford, or should it be tailored to an already-wealthy CEO?

I could keep going, but I think you get the picture.

When choosing your niche, do not try to find what’s most
profitable, or what seems to have the most extensive client
base, or anything else. Start with identifying your DREAM or
IDEAL client. The one you're already working with. That’s the

niche you should explore and leverage.

Take a piece of paper and write two words on it: WHO?
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RESULT?

These are the first two essential questions you need to answer.
WHO do you want to work with, and what RESULT can you

offer them?

I asked myself who I really wanted to work with. Who was
this person? Up to that point in my business, I'd worked with
dozens of clients, including athletes (pro- fessional and
amateur), executives (male and female of all ages), small and
large entrepreneurs, managers in profit and non-profit

organizations, doctors, artists, and the list goes on.

I tried to serve everyone who approached me and showed
their interest in coaching. I ended up with lots of vastly
different clients. While the type of coaching I used with these
clients didn’t differ much, the way I approached and serviced

them was completely different.

All these client types made my business complicated and

time-consuming. In some cases, energy-draining too.
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It was just about the coaching. When I wrote an article, I'd
have to figure out who I should be writing it for. Should it be

for the entrepreneur, the athlete, or the artist?

Your positioning strategy must be based on this “dream
client.” Everything you do from this point forward has to be

centered around him and/or her.

That means that you need to figure out some important
information, such as their gender, age, job, hobbies, marital
status, and more. You need to get into their heads and learn

their desires, wants, needs, and challenges.

Once I had a good idea of WHOM I would ideally work with
if the choice were up to me, it was time to think of the

RESULTS I would offer them.

I had to determine the most urgent and essential personal
needs and problems these clients had, but also where I could

serve them at the highest level.

So, take a moment to think. Who do you really want to work
with? What type of clients make you light up with joy when

it's time for their session? What types of clients have you
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achieved the best results with? What kinds of clients make you

feel like you are the best coach in the world?

Next, write down the results you can offer them. Figure out

what they really want and need. And write everything down.

Don’t worry. At this stage, you're just jotting down thoughts

and ideas. We'll refine everything later.

Also, remember that you're in a far better position than most
other entrepre- neurs who have to go through this exercise.

You know your ideal client.

You don’t have to go hunting for information on their wants,
desires, fears, and frustrations. You already know these

people because you work closely with them.
Now, it’s time to write another two words on your piece of

paper: WHERE?

HOW?

Where are these people? How can you find them, both online

and offline? How can you attract them?

163



Poor Coach To Rich Coach
ANSWERING THE IMPORTANT QUESTIONS

Russell Brunson, currently one of the leading digital
marketing experts in the world and author of Dotcom Secrets
and other books , taught me the following questions, and

they’ve become my Position Precept.

Question 1: Who is your DREAM client? Whom do you want

to actually work with?
Most coaches focus on the coaching side of things. I spent ten

years developing my coaching methodology without a single

thought about whom I wanted to help.

If you're just getting started, I understand that financial issues
might put you in the position of having to serve everyone who
comes your way. However, I've seen it time and again.
Coaches help everyone, lose their focus, and cannot get back

on track.

They lose any sense of fulfillment or have trouble making ends

meet because things have become too complicated.
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Helen wasn’t the only client with whom things didn’t work
out. I had it happen several times. Some were successful,
others less so. However, they were all draining, both in energy

and time.

I realized that I had overlooked some crucial questions, as laid

out by Russell Brunson in “Dotcom Secrets,” namely:

* Who are my dream clients?

*  What do they look like?

* What are they passionate about?

* What are their goals, dreams, and desires?

After I thought about it for a week or so, I sat down and
created my ideal client avatar. I named him Ferdinand and

described him as follows:

INTRODUCING “FERDINAND,” MY TOPMIND
EXECUTIVE "DREAM” CLIENT

Ferdinand is a 45 year old male and a senior commercial

executive in a corporate environment of a bank. He is married
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and has three grown-up children. He lives in the suburbs and

commutes to work in his Audi E-tron for at most 45 minutes.

While he’s into sports and exercises at least three times a week,
Ferdinand is also inter- ested in yoga and meditation.
However, he cannot seem to get started with either one. He is

also passionate about health and personal development.

Ferdinand is a people manager and enjoys the variety his job

offers, especially the entrepreneurial challenges.

He has an extensive social network. His most significant

human needs are human connection and variety.

He is curious and wants to learn. He’s also disciplined,
punctual, and well-prepared. Relaxed, open, and aware of his
own feelings, Ferdinand is not afraid to share those feelings

with others.
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Ferdinand happens to be a “pleaser,” which can sometimes
create clarity problems for those around him, especially in
emotionally challenging situations. He finds it tough to

communicate about difficult topics.

His biggest fear is boredom, loss of connection, interpersonal
conflicts, and not living up to his professional and physical

potential and joy.

Once I'd created as complete a profile as I could for Ferdinand,
it was time to humanize him. I went to Google Images and
searched for ‘portraits.’I found a picture that was precisely
how I imagined “my”Ferdinand to be. I printed it out and

hung it on the wall in my office.
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You might think this is a waste of time, but it's something I
advise you to do. Make sure to really think about WHOM you
want to work with. Write out every trait you can think of and

find a picture that resembles your Dream Client.

Until you have a clear picture beyond what you imagine in
your head, your ideal client will remain a nebulous concept.
However, once you actually “see”that person in a picture,
they suddenly become real. They’re no longer just a thought in

your head, but a real human instead.

Your perspective will change, as will the work that you do.
You'll also find that your energy and engagement will
increase when everything you do is entirely focused on your

ideal client, and you can see a picture of him/her all the time.

Defining your ideal client is the basis for the rest of the P
variables. If you do not know whom you're doing it for,

improving your business will be a challenge.
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What If a Client Is not the Dream Client?

When I talk to colleagues about my approach, they often ask
what to do with clients who do not match the “Dream Client’

profile. Should they turn them away?

The answer is NO! However, you do have to make a conscious
decision every time you do anything in your business,

whether that’s marketing or choosing clients.

If you consciously decide to either accept, or respectfully pass
on working with a client who is not your Dream Client, you
always make better choices. Sometimes it might simply mean
introducing her/him to a good colleague with whom you see

a better match.

Most coaches react out of an emotional reflex, just like I did
with Helen. They feel obligated to help, or they have a fear of
missing out, or they just want to make more money. Yes,

greed can also be an issue.

You're going to be different, though. You are going to sit
down and figure out who your Dream Client is, and then you

can make conscious choices regarding whom you will serve.
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In my current coaching practice, maybe 50% of the people I
work with are close to my Dream Client profile. However, I
started at 10% and managed to make the shift over time
because I have “Ferdinand” looking at me all day. The best

part is that this percentage continues to grow.

It's not because I refuse to work with clients, but because I
craft my messages to be more consistent with the type of
people I want to work with. Furthermore, all the work I have

to do besides coaching is more effective and FUN.

Now that you've defined your dream client, it’s time to move

on to the second question.

QUESTION 2: WHERE CAN YOU FIND YOUR DREAM
CLIENT?

You need to discover where your Dream Client hangs out.
This is key to learning more about him or her. However, it’s
also essential because you need to connect with your Dream
Client, which you cannot do if you don’t know where he/she

is.
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So, figure out the answers to the following questions:

* Where does my Dream Client hang out online?

*  Where does my Dream Client spend time offline?
*  What blogs does he/she read?

* What social media platforms does he/she use?

*  What sports does he/she play?

* Who in my existing social network already matches

this profile?

This last one is vital because a lot of people forget they already

have a social network that could be plumbed for prospects.

I'm going to assume that you’ve already done the WHO part

because, otherwise, it's impossible to figure out the WHERE.

QUESTION 3: HOW CAN I ATTRACT THEM?

Once you know WHERE to find your ideal clients, you need
to connect with them and draw them in. You need to create
something that will attract them, which Russell Brunson refers

to as “BAIT.”
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Your bait can be anything from online training, to a book or
audio. The key to your lead magnet’s success is that it has to

be something your ideal client will really want.

So, when considering what to create, put yourself in your
Ferdinand’s shoes and think of a relatively simple but
important problem he has that you can solve for him without

too much effort.

As 1 shifted TopMind, my company, from athletes to
executives and entrepreneurs, I had to develop a new bait that

would attract Ferdinand.

I created a simple daily and weekly paper and a pdf planner.
This works well for some- one like Ferdinand, but would not

have a lot of traction with athletes or doctors.

Ferdinand wants to be more productive and focused, so a

planner is aligned with his needs.

As you can see, this relates somewhat to the earlier question
of what to do with cli- ents who do not match the ideal profile.
By tailoring your “bait” to what your Dream Client wants, you

are basically qualifying your leads.
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This means that you will be attracting mainly people who do
match the Dream Cli- ent profile. Those who do not will not
be interested in your bait, so you're indirectly letting them

know that you’re not a good fit for their needs.

This approach not only saves you a lot of time but also makes
things a lot easier on you. After all, we're coaches, and we
have a tough time saying “no” when we’re approached by a

client. The right bait eliminates that problem.

Remember, when you discover what your Dream Client
wants, attracting them becomes easy. We'll expand on this in

the Promotion chapter.

QUESTION 4: WHAT CAN YOU GIVE THEM?

Now that your bait has worked and you’ve “hooked” your
ideal client, it’s time to reel them in. We will discuss the right
sequence and pace in the chapter on Pair. We will focus here

on identifying the results you can offer them.

Results, though, aren’t about the type of coaching, training, or

service you want to sell them. A coaching business is not about

173



Poor Coach To Rich Coach

the coaching. A coaching business is about the results you can

help your clients achieve.

Think of it this way. Do you pay your doctor for the
techniques she employs in carry- ing out her work? Or do you
pay her to make sure you get better? You pay her for the

results, of course.

You don’t care if she takes five minutes or five days to do the
work. I bet you haven’t even considered how much time she
spends on your treatment. You're just happy with the results

she delivers.

The same applies to coaching. Once you understand this fact,

then price and other objections are no longer a barrier.

Coming back to Ferdinand, the main challenge he faced was
that certain behaviors that had worked well in his previous
roles, were no longer as effective in his current role. They had
helped him become successful, but now they were holding

him back.
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This led to problems when communicating with others, with
his work-life balance, his health, the quality of his personal

relationships, his sleep, and more.

You can learn more about this common leadership challenge
in Marshall Goldsmith’s book, “What Got Me Here Won't Get
Me There.”

Ferdinand is used to going through time-consuming and often
expensive inspira- tional leadership programs. However, he
noticed, after attending a few of them, that while he was
inspired, these programs didn’t lead to lasting and confirmed

changes.

What he really wanted from a coach — the results he was
looking for — was to get help on sustainably solving these
problems. He had to positively change his leader- ship
behavior, and he wanted this change to last and receive some

form of acknowl- edgment. This is not easy to achieve.

I'll discuss the solution I found and applied in later chapters.
For now, though, the key to completing this step is to
understand where you ultimately want to take your Dream

Client.
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The easiest way to do this is to imagine that money is no
object. Your Dream Client can afford and is willing to pay to
get what he/she wants. What would you do to give them this

result? Where would this lead them?

Remember your answer because that’s the pinnacle of success
for your clients. It's where you want to take them, which is

vital to this final step.

A Quick Reminder of the Steps

So, here’s a quick overview of the steps we discussed:
1. Who are your dream clients?
2. Where can you find them?
3. How are you going to attract them?
4. What result do they want to achieve?

It sounds simple, but it’s the key to the rest of the Ps we're
discussing in this book. So, before moving on, take some time

to answer these questions and be as precise as you can.
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Remember, knowledge is only potential power. You need to
take action to succeed, so do not just continue reading. Stop

and answer the questions.

KEY TAKEAWAYS
* For coaches, positioning is about adjusting your
business to meet your “dream” client’s needs.

* You must define your target market, which means
figuring out who would most benefit from your offer

and whom you can best serve.

* For the best results, target the smallest possible

audience.

* The quality of you as a coach is determined by the

quality of the people you work with
*  You must define your ideal client:

* Someone with whom you have a good relational

match.

* You cannot “rescue” everyone, so focus on those

who can “rescue” themselves with your help.
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CHAPTER 15

Discover The Power Of Choice

x>

/ PACKAGE
/

n marketing, until not too long ago, the term packaging
Iwas used to refer to whatever you used to pack your
product. The box, the wrapping paper, the enve- lope, the jar,
and so on, along with whatever you used to brand it, like a

label.

Things have changed, though. Nowadays, the term package is
also frequently used in the service industry. In a way, it's
similar to the packaging of a product, except that you bundle

together various services.
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You might be wondering why it’s essential for a coaching
business to develop pack- ages. Well, the short answer is that
it will help you increase your revenues, make life easier for
your clients, reduce wasted time on managing the process,
and turn your business into a success. Read on to find out

exactly how.

UNDERSTANDING THE VALUE OF CHOICE

WhenIwas 17, I got ajob as a sales assistant at a men’s fashion
clothing store. A friend of my father’s owned a few clothing
stores, and he was kind enough to give me my first job. My
father’s friend was a self-made successful entrepreneur and
was one of my first role models in an area different than that

of my parents, who were both doctors.

The store was situated centrally, right in the middle of my
hometown. It was the largest and most popular men’s clothing

store in the area for all ages.

It consisted of three different departments. One offered more
tashionable clothes for young men, one had regular

casualwear, and one was dedicated to formalwear.
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Around 20 people worked in this store, and I was the
youngest. It was difficult to adapt to the culture and fit in with
a team that consisted mainly of people that were my parent’s
age at the time. It didn’t help that, back then, I was quite shy

and inse- cure, and extremely nervous.

On breaks, I had no idea what to say. It was also hard to

connect with the store man- ager, who was my boss.

At first, I wasn’t confident enough to approach clients. They
were often three times my age, and I didn’t feel comfortable
going up to them. So, I'd wait, taking as long as I could,
hoping that one of my other colleagues would step in and

handle the customer.

Once the store got crowded, though, I couldn’t hide any
longer. I had to step in and approach clients. I gathered all my
courage, drew it around myself like a cloak, and walked up to

a customer.

“May I help you?” I asked, my voice trembling as if I was

facing down the scariest monster in the world.

“No, thank you. I'll look around myself.”
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I deflated. But I gathered my courage once more and tried

again.

“May I help you?” My voice was a little stronger that time.

“No, thank you. I'll be fine on my own.”

And on it went, with nine out of ten people refusing my help.
I gritted my teeth but kept at it. I even tried approaching

customers I'd spoken to before.
“Can I be of assistance?” I'd ask.
Some would continue being polite. “No, thank you.”

Others, though, would get a little testy. “I just told you... I'll

be fine on my own.”

This went on for several weeks. I sold one pair of socks and a
pair of underpants. That’s it. In three weeks. As you can
imagine, my courage waned, and I tipped over into

desperation.

It didn’t help that I didn’t feel welcome among my colleagues.
The store manager’s son had also applied for the job, but he’d

been turned away. I had gotten the job instead.
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It felt like the whole team knew it and resented me for it. I
knew I had to turn things around. I had to sell, and gain their

respect or, if I wasn’t up to the task, I had to leave.

As a final attempt, I decided to ask my boss, the store
manager, for advice on improv- ing my sales skills. I was kind
of scared about asking him, in all honesty. I thought that since
his son had been rejected because of me, he wouldn’t really be

all that interested in helping me.

However, much to my surprise, he was amiable and helpful.
He was a great coach, and he really seemed to enjoy teaching

me.

I explained what was happening. That I was approaching

clients, and they’d reply with, “No, I'll look around myself.”
“How do you approach them?” the store manager asked.

“I go up to them as soon as they enter the store and ask: Can I

help you?”

“No wonder they react like that,” he said. “Why do you think

they turn away your help?”
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I thought for a moment. “Maybe I'm a little too direct?” I half
answered, half asked. “Pre- cisely!” he said. “Also, what do

you know about them if they’ve just walked into the store?”
“Well, not much... yet,” I replied.

“Right. You haven’t learned anything about the customer,” he
explained. “If you wait a minute or two, clients will become
more comfortable with the environment and get to know their
way around. In the meantime, you can pick up some infor-

mation on them.

“What kind of clothes are they looking for? What are they
wearing now? If it’s a couple, who is making the decisions?
You might even pick up something from their conversation.

That’s the first part — learning about your customer.”

I was paying very close attention to every word he said. “Why

else do you think they refused your offer of help?” he asked.

I thought about it for a moment. “I'm not sure. Maybe my
response was wrong.” “What type of question did you ask

them?”

183



Poor Coach To Rich Coach

Again, I took a moment to think. “A question they could

answer with “yes’” or 'no’.”

“That’s it! You asked them what we call a “closed” question.

Why do you think we call it that?”

“Well, because apparently these questions don’t ‘open” up the
conversation. The answer ‘closes” it right away, especially

when that answer is no.”

“Right. And people are more likely to say no than they are to
say yes. For most peo- ple, it’s just easier to say no. Why? If
they say yes, they have to actually think a bit and explain how
you can help them. It requires more mental power than just

saying no.

“Not only do they have to think about what to answer you,
but it’s even harder because they don’t have any information
on their environment yet. That makes it even more mentally
strenuous. So, ‘no’” is the easiest answer to your question,

which then shuts down the conversation.”

He took a deep breath and continued, “If you want to start a

conversation, you need to ask them a question that gives them
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a choice. A question that opens a loop of conversation and
makes it easy for them to respond to because there isn’t any

mental effort involved.

“Give them two or, at most, three options, preferably based on
details you've already learned about them. This way, you
make it easy for them, and it has the added benefit that the
customer feels as if you're helping them in their decision

process.

“If you see a couple heading towards the pants and jackets,
you can ask: Good morn- ing, are you looking for pants or a
jacket? In most cases, they will answer either one or the other,
which lets you continue the conversation. You can ask

something like: “Are you a large or extra-large?” and so on.”

As soon as he’d finished, I started applying his advice. Sure
enough, I was able to engage in conversations with clients and
discovered that people appreciated my attempts instead of
finding me intrusive. It wasn’t long before I was making sales
and not just small-ticket items, either. It felt great, and, as you

can imagine, my self-confidence skyrocketed.
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I was even more motivated to do at least as well as everyone
else because I still didn’t feel entirely accepted by the group. I

thought that it would gain me their respect.

In time, I became more and more confident. Within a year, I
was the second-best salesperson in the store, right after the

store manager.

It was a fantastic experience that I still benefit from 35 years

later.

APPLYING “CHOICE” TO MY COACHING BUSINESS

Until a few years ago, my “coaching” meant meeting a client
in person and spend- ing around one hour and a half in a
coaching session with them, which was in my living room
and, later, in my office. I would repeat this every few weeks,
for a total of five or ten coaching sessions, depending on what

the client had signed up for. That was the end of it.

My entire business rested on one pillar, namely one-on-one,

face-to-face coaching.
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Many of my clients were happy, so I thought I was doing the
right thing. I had a single offer that propped up my entire
business. I assumed if I did it well, my income would increase

over time.

As you well know by now, I was naive because my income

certainly didn’t increase.

I had to figure out how to add more value than just the one-
on-one coaching. What could I add to improve my offer and
differentiate it from everything else on the market? And what
could I provide that my clients would find valuable but

wouldn’t require me to invest more time?
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I started to expand my offer with various services, including
online training, daily follow-up calls, an SMS service, contests,

masterclasses, assessments, and guest coaches.

Gradually, I built an entire pantheon, with multiple offers
holding up the roof and ensuring I generated revenue even

when I was not fully involved.

However, I was still laboring under the belief that because
every client is differ- ent, I had to customize my offer for each

client, to ensure their specific needs were met.
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It started to get complicated. Coming up with customized

proposals for each client required a lot of time. That’s when I
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remembered my training as a sales assistant, so I decided to

provide them with two or three choices.

DOING PACKAGES THE RIGHT WAY

I created three different offers for them to choose from. I called
them the Bronze, Silver, and Gold offers, like in the example

below.

N @®

BRONZE SILVER GOLD
TopMind Tracker Program Leadership Fitness Bootcamp Premium Executive Program.

DAILY TRACKER APP APP PERSONAL CALL

MASTERMIND PLENARY SESSIONS ‘QUARTERLY ‘QUARTERLY

RETREAT PLENARY INDIVIDUAL

10N 1 COACHING 1,5 HOUR 0,5 HOUR UNLIMITED

PHYSICAL TEST 2PERYEAR 2PERYEAR

PROGRESS REVIEW 3 PER YEAR 3 PER YEAR

360 PRE ASSESMENT (/] (/]

SELF CONFRONTATION METHOD o

I'd suddenly made things a lot easier for my clients, which
positively affected my business. Not only did my sales

increase, but my business was easier to manage as well.

It also allowed me to change my pricing structure, which we’ll
discuss in the chapter on Price. It led to fewer discussions of

pricing with my clients, too. I just presented the offers like a
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menu at a restaurant. They could clearly see the options they
could choose from, making the process less mentally

strenuous.

Finally, by creating these packages and adding value to my
coaching offer, I set myself apart from the thousands of other
coaches who mainly offer one-on-one, time-bound coaching

sessions.

Being blue in a red ocean of so many other coaches turned out

to be an incredibly positive thing.

The key takeaways are that packages:
1. Make the decision process easier for your clients
2. Serve more clients with different needs
3. Provide more value for your clients

4. Make processes from administrative tasks to sales

much easier to manage

5. Allow you to deviate from time-based pricing and

increase your average price

190



Anne-Johan Willemsen

6. Are less of a hard-sell and help you avoid price

discussions.

7. Help you stand out and increase your competitive edge

versus other coaches.

When you put all that together, it results in more value for
your clients and higher revenues for you. That’s quite a list of
advantages, isn’t it? It should be more than enough to

convince you to give it a try.

DESIGNING YOUR OWN PACKAGES

So, how can you design your own three coaching packages to

meet your clients’ needs?

Use a whiteboard, or a notebook if you don’t have access to a
whiteboard, and start a brainstorming session. If you can, ask
some loyal clients or partners to help you with this process

too.

First, bring back your Dream Client. Make sure their picture
is right in front of you. Again, describe everything about them.

List out their problems and needs. The more you focus on
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your “Ferdinand,” the easier it will be because this is the

person you're doing it for.

Now, brainstorm everything you could possibly offer to help
them. The sky’s the limit. Put any and every idea down, even
if it seems ridiculous. At this point of the process, practicalities
are to be ignored. Let your imagination run wild, and write

down everything you’d do for your clients.

You have so many options: masterclasses, tests, assessments,
excursions, seminars, retreats, gifts, rewards, online training,

Facebook groups, and so much more.

Also, study other coaches who are successful, and model what
they’re doing. That doesn’t mean you should copy them. Just
model what makes their value-added ele- ments successful

and add them to your list.

Now, go through your list and pick out the things that add

value and that you can do. Then put together three packages:

* The first one is your entry-level package with the

fewest elements.

* The second is the mid-level package.
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* The third is your most exclusive offer for VIP
customers.

Come up with attractive names for all your packages. The

packages I offer are:

* Entry-level: Bronze — TopMind® Tracker Training
* Mid-level: Silver — Leadership Fitness Bootcamp

* Exclusive: Gold — Premium Executive Program.

KEY TAKEAWAYS

* A package is an irresistible offer that bundles various

(coaching) services.

* Offering multiple packages provides your clients with
a choice that moves you beyond closed questions with
yes/no answers and into “which option is best for me?”

territory.

*= Offer more than one-on-one coaching to add more

value.
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* Expand your offer with various services (online
training, daily calls, an SMS service, contests,

masterclasses, assessments, guest coaches, etc.)

You do not need to customize your offer for every
client. It makes it too complex for both your business

and for your clients

Create three packages, and you’ll find that:

* You make it easier for your clients to decide
* You are better able to serve more clients

* You provide your clients with more value

* You can more easily manage your processes

* You can increase prices because you no longer

charge for your time

* You don't have to hard sell and you can avoid price

barriers

* You will gain a competitive edge.
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CHAPTER 16

Price — Stop Charging Like You're A
Potato
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The difficulty of being a coach is that it can be quite lonely

PRICE

for the first few years. It's even tougher when things
aren’t going your way and you have no one to ask for help

with your problems. You have to do everything yourself.

It not only makes you vulnerable, but it also wastes your time.

You might eventually come up with reasonable solutions for
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your problems, but it will take time. Often, more time than

you can afford.

A few years ago, I found a better way. I decided I needed
mentors to support me. Why should I waste time reinventing
the wheel when I could learn from others who had already

succeeded?

Now, I have a mentor for coaching, spirituality, fitness, and
more. | also have two business mentors who are there for me
when I have business issues I need to discuss and work

through.

One of my coaches is a former colleague and a good friend.
I've known Roland for a long time. In fact, we used to work
together at Shell in the early 2000s. Like me, Roland left Shell
to become an entrepreneur in the energy sector. He has
become very successful, mainly in the renewable solar energy

domain.

I remember the first time we interacted once he had taken on
the role of my business friend/ mentor. He called me and

asked for some personal coaching as he had specific issues he
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needed to work through regarding his role as a leader in his

organization.

I explained that I'd had the same idea, namely to ask him to
coach me regarding some business dilemmas. Essentially, I

wanted him to coach me, and he wanted me to coach him.

So, we went out to dinner and shared our thoughts. He told
me that he wanted to speak to me as his coach, and I should
treat him as I would any other client. I did exactly that. I
explained my coaching program to him and how I could help

him.

Roland then said he wanted to start and asked about the price.

I froze and stumbled over my words.

“Well... you know... you're my friend. Normally, I charge
around €5,000 for a 200- day program. It's around 20 to 25
hours of work for me. But...,” I continued before he could get
a word in, “since you're my friend, I'll charge you less, of

course.”
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Roland stared and didn’t say a word. It was an uncomfortable
silence. Finally, he spoke. “Come on, AJ. How do you think

you just came across?”

I sighed. “I know what you mean. But I just find it hard to ask

you for money. You're my friend and my mentor.”

He cocked an eyebrow. “I bet that you stumble just like that
with other clients, too. I told you I want you to coach me. I
chose you because I believe you are a good coach. I believe

that what you bring to the table will provide me with value.

“So, why do you stumble when it comes to talking about
price? It doesn’'t make me feel very confident. If you aren’t

confident in yourself, how can I be confident in you?

“Secondly, why does it matter how much time you spend on
my program? I came to you to help me solve my problems and
achieve my goals. What do you think the value is for me if I
can improve my work and personal relationships, if I can
make better business decisions, if I sleep better, and if I feel

better? Do you have any idea how much all that’s worth?”
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“It’s definitely worth a lot more than the price I'm charging,”

I replied.

“So why do you stumble over your own words? Why do you
charge only €5,000 and then mention how much time you’ll
put in like you're apologizing when what you provide is so
much more valuable than the price? You charge like you are a

potato. X pounds of potatoes equals Y Euros / Dollars”

I didn’t have an answer for him. That didn’t stop Roland,

though. Thankfully, he was on a roll.

“You are far too focused on the money side of things. As a
client, I'm not interested in money. I'm interested in the value
you can provide me. If the value is far greater than the

investment, I'm happy. If I feel it’s less, I'll tell you.

“You need to stop focusing on money and learn to focus on
value. You are not selling to make money; you are selling to

change someone’s life.”

So, he made a counterproposal. “I'll pay double your price for
the same program, but ONLY if you promise NEVER to

charge a future client a lower price for the same program.
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And,” he continued, “ONLY if you stop using time-based

price calculations.”

It was a pretty contentious moment, and I had to think about
it for a minute. In the end, I agreed, and I have never charged
a lower price for that particular program again. I also stopped

using time-based pricing.

CHANGING MY APPROACH TO PRICING

Roland went through an individual program and paid me
€10,000 in advance. After he finished his program, he was so
pleased with the results that he referred many other clients to
me and continues to do so. In fact, he now sends his best

people to go through a comprehensive TopMind program.

Of course, there were challenges. In the first few months after
my agreement with Roland, I was quite anxious regarding to
how things would work out with my other clients, namely the
larger corporations. If I charged more for a coaching program

for executives, it could mean fewer clients.

However, I noticed the same pattern with corporate

executives. Once you have helped them gain clarity regarding
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what they need to improve. Once they see the benefits and
have developed faith that they can do this with you, the price
becomes less relevant. Elements like how much time they
invested, how convenient it was, and fun, turned out to be

more important than how much they paid.

Most of my coaching colleagues are highly focused on the
money side of coaching, just like I was. Instead, they should
be exploring and discovering the real value they provide their

clients.

You need to start focusing on the value your customers want,
instead of money. To get you to change your language and
begin using value rather than price when talking to your

clients, I want to challenge you to review your pricing method.
There are three common approaches to pricing in coaching;:

1. Time-based pricing

2. Value-based pricing

3. Performance-based pricing
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Time-Based Pricing

In this pricing model, you are, essentially, charging for the
time you invest. You charge per hour, per session, per set of
sessions, and so on. Regardless of the unit of time, your price

is still closely tied to it.

Most coaches in our field charge by the hour or per coaching
unit. They work out how many hours or sessions they spend
face-to-face with clients and often work out their fee based on
how much they hope to earn. Moreover, they mostly exclude

the time they spend for preparation or administration.

The average hourly fee for an executive coach ranges from $/€
150 to $/ € 500 per hour. Most coaches use programs that
consist of between 7 and 15 sessions over three months to a

year.

No matter what maturity stage your business is in, this is the

tirst thing I advise you to change.

I'll explain your options below. Just remember, the amount of
time you spend with a client is irrelevant. It's certainly not a

metric or a predictor of the value you offer. It also makes it
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easy for your clients to compare you based on price to other

consultants who offer completely different services.

Value-Based Pricing

This is a pricing structure based on a fraction of the estimated
value you provide through the whole coaching proposal. The
most common approach is to charge a lump sum for the entire
program, which has a specific length, regardless of the num-

ber of sessions the client takes.

Alternatively, you can use a membership model for the
period, such as a monthly subscription. A general rule of
thumb is to price at a maximum of 10% of the value you

provide.

I used a value-based pricing structure in my executive
coaching business. I have a monthly membership model with

a minimum coaching period of six months.

After six months, the client has the option to terminate the
contract on a month- by-month basis. For each of the three

packages I described in the previous chapter, I charge a certain
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monthly fee, ranging from low to a high exclusive fee, based

on the package.

Remember, if you create packages with added value in the
form of daily fol-low-ups, assessments, online training, and so

on, you cannot really charge using a time-based approach.

Employing a value-based pricing model allowed me to
increase my revenues. How- ever, it also helped set me apart
and made me more difficult to compare to other coaches and

consultants on price.

Performance-Based Pricing

This is the pricing method I learned from my role model in

coaching,

Marshall Goldsmith. In this structure, the price is based on the
performance the client achieves throughout the program. At
the start of a program the coach and the client agree to a set of
objective measures, so called key perfor- mance indicators
(KPT’s), the client wants to achieve. The coach only charges

when the KPIs are met.
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My coaching colleagues of Marshall Goldsmith Stakeholder
Centered Coaching often use this approach in their pricing
structure. If the client’s stakeholders can see and acknowledge
a client’s behavioral change after a coaching period of at least
one year, the coach will invoice the amount at the end of the

period.

This is a fair and reasonable approach to pricing. However, it
absolutely requires you to have a sound measuring system in
place. I've laid out some options at TrackingCoach.com if you
want to learn more. You also need to have quite a bit of
liquidity available in your business to pre-finance this

approach.

In the U.S,, this pricing structure is used quite frequently. In
Europe, companies are less familiar with it, and it can be

administratively complicated to set up.

WHAT’S THE BEST PRICING STRATEGY FOR YOU?

You should have already worked out the different packages

you are going to offer your ideal clients by this point. Now,
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it’s time to sit down and estimate the value of each of your

offers.

Based on this estimated valuation, start with a price that’s a
maximum of 10% of that package’s value for a coaching
period of a minimum of six months and a maximum of one

year.

If you have a good measuring system in place, I would
consider adding an option for performance-based pricing—
something like a “no growth, no pay” formula for your most

exclusive offer.

However, charge a premium of 50% over the original price
you worked out. After all, you are technically financing your
clients” growth until they achieve it, and you are not a charity

doing things for free.

So, if your most expensive package is €10,000 for a one-year
program, you should charge €15,000 for the “no growth, no

pay” option.

Another effective value-based pricing system is like the one I

use involving a month- ly subscription. You set a monthly fee
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for each of your packages. One benefit is that clients feel free
to stop when they like, but they’ll be happy to stick around

once they start experiencing the significant value you offer.

However, the best option is to choose one pricing structure
and stick to it. If you start changing prices or pricing strategies
constantly, clients will perceive you as insecure, which will

negatively impact their desire to work with you.

While there is no “right” price, I firmly believe that time-based

pricing doesn’t serve any of the involved parties.

KEY TAKEAWAYS
* Stop charging for your time as if you were nothing
more than a potato to be sold by the pound.

* The three common approaches to pricing in coaching

are time-based, value-based, and performance-based.

* Time-based pricing means you charge by a unit of time

(hour, session, set of sessions, etc.)

* Most coaches use this approach.
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Value-based pricing is based on the value you provide
via your coaching offer.

* The most common is to charge a lump sum for the

entire program.

* Another option is to use a membership model, such

as a monthly subscription.

* The key is to charge a maximum of 10% of the value

you provide.

* ] use a value-based approach with a monthly

membership model for a minimum of six months.

Performance-based pricing is based on the client’s

performance through the program.

* The coach and client agree on a set of KPIs before

the program starts.
* The coach gets paid once the KPIs are met.
Shift to value-based or performance-based pricing.
Choose one pricing structure and stick with it.

Time-based pricing does not benefit anyone involved.
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There Is A Process To Progress
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In the fall of 2011 I was at the PGA Catalunya Golf Club in

PROCESS

Girona, Spain, which is one of the best and most beautiful
champion golf courses in Europe. It is truly a sight to see and

so lovely, it takes your breath away.

On this particular day, I was sitting in the clubhouse. I was the
mental coach for two young pro players participating in the
most nerve-wracking golf tournament of the year, namely The

European Tour Qualifying School 2011.
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We were in the Qualifying School finals, where the last 120
golf players were fighting for their right to play in next year’s

season at the highest level of the tour.

It's every professional golf player’s dream to reach this level.
Only 25 players would win the so-called “playing card.”
Thousands of players had participated in the tour- nament
over a few months and with five cut-off points throughout the
process. They also had to pay quite a bit of money to

participate in this “rat race.”

We had prepared for this tournament for over a year. Dozens
of training sessions had led to successes that year for Reinier.
He reached the top ranks of his pro level in his second year as
a professional and in the first year of us working together. He
was on the happy shortlist of players to make it into the Q-
school final and passed the first two cut-off points. Everything

was a go for the next step.

The reason this season had been so successful up until that
point was difficult to pinpoint. We did a few things, but one
of the themes for that year was “reducing complexity” or, as

we called it, “stupid simple.”
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One of the questions my coaching is centered around is:

Where is your awareness? The answer to this question has

only two options, you are either concentrated / aware, or
you're not. You are focused on the here and the now, or you
are distracted. And if you are distracted, your mind is
involved in thoughts about the past or thoughts about the

future.

The only real ‘enemy’ for golf players (and others) is when
they are distracted, which is when the ‘mind’ is ‘lost” in the

future or ‘lost” in the past.

And especially with golf, it is so easy to lose focus. All the
scenarios, fear, and all the information coming at you can
make you end up stuck in your head. In golf, when you get

stuck “in your head, you're dead.”

The process of playing professional golf is far too complicated
for you to have time to think while executing all the necessary
moves. Everything has to be timed perfectly, which means

relying on physical reflexes you've honed over the years.
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Once you start thinking, your reflexes aren’t quite as on point.
Then the stress filters in, your expectations start taking a front

seat, and you're lost.

Many factors can affect you, but only the most successful
players can simplify the game and everything around it and

stay ‘in the moment.’

To make this easier, the most successful players delegate
everything others can do better. They've created a well-
defined process that allows them to place their energy and

focus where it nets them the best results.

Practically, we defined a precise sequence for all the elements
that contributed to get- ting the final results we wanted. As
part of the process, we delegated everything other people
could do as well or better and let Reinier focus on the core

tasks.

He had a caddy who took care of the minutiae before and
during the round, and a manager to organize all the travel

arrangements. He also had an accountant handling the
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financials, a coach preparing the training sessions, and a

mental coach, i.e., me, who helped him stay focused.

However, even though the season had gone great so far, the
final was not proceeding as planned. Reinier had finished his
third round of six of the Q-school Final. His mood was low.
He was far below the cut-off line after four rounds. It didn’t
seem possible that he’d be able to recover and get up into the

top 25 at the end of the sixth round.

We only had a few minutes to talk about what to focus on and
what strategy he should employ for the final three rounds. It

seemed an almost impossible challenge.

So, while we sat in the clubhouse after the three disappointing
rounds of the final, we briefly summarized what we had done
so far that year. We had a very clear process to enable him to
make everything simple and ensure he could make clear
decisions before executing every shot. Hitting a ball in golf is
only one process that is part of a larger whole made up of

multiple elements, translating into distractions.
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To put it simply, the more you can stick to a simple process
overall throughout the year, but also in the moment, right

before hitting the ball, the better your results will be.

We call this preparation process before a shot the “pre-shot
routine.” This is where the golf player can influence and
determine the quality of the result to a significant degree. The
pre-shot routine consists of a sequence of steps you do right

before the shot.

We’'d done it hundreds of times in practice, so we both
decided that’s what he should focus on for a full round and
forget everything else. It is the most essential core process on

the course.

“Make the process before each shot so good, fluent, and rapid,
you could turn it into an art form,” I advised him. “Focus on
the quality of the process and the speed of exe- cution.
Evaluate your performance based only on how good your pre-
shot routine is. It is the ONLY thing you have to execute with
full awareness. The rest is out of your control and will unfold

as it will.”
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As we sat there, we visualized his pre-shot process a few more
times. I once again reinforced that improving the quality and
the speed of this tiny but crucial process was his main

objective.

To cut a long story short, the following day, he played a minus
7, which was not only the best score of the day but of the entire

tield. It also pushed him far up the leaderboard.

We used the same approach for the last three rounds,
including the final. He success- fully won his spot on the
European Tour, which hadn’t happened for a long time in
Dutch golf. My other player also got a spot. So, both of “my”

players had made the cut out of over one thousand players.

This win was one of the highlights of their golfing careers, and

it was also one of mine as a mental coach.

I was delighted by the results. Two players who had received
their cards at the highest level of European golf, and achieved
something only a handful of other Dutch play- ers had done

before them.
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FOCUS ON YOUR CORE TASKS

Core tasks represent the activities you must complete to
ensure your business oper- ates successfully. They are the
critical activities without which your business cannot
function. This is the case for an athlete like Reinier, but also

for a coach like me.

For a coach, your core activity is, of course, coaching.
However, other tasks can also fall under this umbrella, such
as interacting with prospective clients, bookkeeping, and

making appointments with clients.

Essentially, these are the tasks without which your business
does not exist. As you’'ll soon see, it’s quite likely that you are
not focusing on your core activities as much as you should be,
because you're allowing yourself to get bogged down by

other, non-essential tasks.

Let me explain what I mean, by going back to the golfing story.
So, as you have seen, I had two amazing successes. You would
expect that, with results like these, my coaching business

would have benefited.
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It didn’t. I hardly got any new clients, but that was because I
didn’t have a marketing structure in place, which is an

essential core business process, to leverage this success.

I still believed that if I was doing well as a coach and
delivering results for my clients, I'd automatically get new

clients.

Furthermore, at that time, I was still doing everything in the
business myself. I was also still serving multiple client groups

using different approaches. My work was very complex.

Besides the athletes who took me to various golf courses all
over Europe, I also coached other athletes, entrepreneurs,
doctors, executives, artists, politicians, and more. And they all
had customized coaching programs. We already discussed

why this is an ineffective approach in the chapter on Position.

So, I had the coaching to do, but I also had a slew of other tasks
I handled myself, including administration, bookkeeping,

marketing, legal, and management.
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“A GOOD PROCESS PRODUCES GOOD RESULTS.”

Nick Saban

At first, it's exciting to run your own business and do
everything yourself. It's also the time to figure out different
approaches and work through them until you find the ones

that work best.

Unfortunately, after a while, I realized that I was doing a lot
of things I hadn’t cho- sen, didn’t like, and that distracted me
from doing what I excelled at, like one-on-one coaching, my

own personal development, writing, and so on.

I also had so many plans and ideas on how it could be done
better. The reality, how- ever, was that I simply didn’t have

the time to start executing them.

“COMPLEXITY IS THE ENEMY OF EXECUTION.”

Tony Robbins

I studied economics, and one of the laws that stuck with me is
David Ricardo’s law, namely the theory of comparative

advantages.
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When two or more countries start doing business with each
other, it is always to the benefit of both parties if each one
specializes in one or a limited number of industries. They
should outsource everything else, even if they could do it

better and cheaper than other countries.

In the beginning, I thought I could do the bookkeeping
cheaper than a professional bookkeeper who charges €70 per
hour. However, I discovered that the time it takes me to do the

bookkeeping myself has a much higher potential value.

It gives me the mental space to dedicate my full awareness to
my current and pro- spective clients. Something that has much

more value than sending an invoice or managing the program.

McDonald’s is the most successful fast-food chain globally,

and it's not because they have amazing burgers or awesome

milkshakes.

Part of the reason for their success is that they have a very
standardized and efficient working process, no matter where

they are in the world.
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As part of this process, they delegate tasks to the people who

can perform them as well as, or better than someone else.

The key is to focus your attention on your core tasks, on what

you do best, and out- source the rest.

DO WHAT YOU DO BEST AND OUTSOURCE THE
REST.

You should run your coaching business the same way
McDonald’s runs their fast- food business. Instead of doing
everything yourself and trying to do it all different every time,
your business will become too complex and miss out on any

comparative advantage, just like mine did.

Your coaching will eventually suffer because you're
spreading yourself too thin, and your awareness is not where
it renders the best results, i.e., with your clients and future
clients. In the end, you’'ll be buried in distractions instead of

having a portfolio full of happy clients.

Gradually, I delegated non-core tasks to people and dedicated
software systems. I hired some freelancers and invested in

software systems to take over time-consuming tasks.
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You have to do it to see the benefits. If you want a list of
software tools or advice on finding affordable and good

freelancers, go to www.poorcoachrichcoach.com/tools.

STREAMLINING YOUR PROCESSES STARTS WITH A
MAP

So, how can you start simplifying and streamlining your

processes?

Well, it all starts with a map. After all, if you don’t know what
route you're taking to get from point A to point B, how can

you improve it?

So, invite a friend, colleague, or consultant over for a few
hours. Put a large piece of paper on a wall. It has to be long
enough so you can map your entire process on it. A roll of

wallpaper will work, or even plain brown packing paper.

Separate it into columns and number them starting from one

at the top all the way to... many.

Now, separate the paper into rows and write down the

different roles you fulfill on the left. These roles can be
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anything, like coach, bookkeeper, admin, support, client, or

stakeholder. Something like the example below:

Start with your most crucial core process (your main coaching
program) and map out the process. Start at the very
beginning, namely the moment a new prospect contacts you,
and work through to the very end, when you finish your
coaching program, and your communication with this client

ends.

Map out all the various steps. It doesn’t have to be incredibly
detailed, but it must include enough information so that

everyone understands the sequence.

Throughout this process, make sure to jot down any actions
you can think of to improve the process and make it more
efficient. Also, make a note of any ideas that would enable you

to serve your clients better.

222



Anne-Johan Willemsen

When you're done, I recommend entering this process in a
dedicated software pack- age, an Excel sheet, or another
document. This way, you'll always be able to refer to it for

consultation and training.

VIRTUAL ASSISTANTS

Next, you have to decide to delegate all your non-essential

tasks to a virtual assistant.

When you have done your process mapping of all your core
processes, list all the tasks you currently do. What are your
daily, weekly, monthly, and quarterly jobs? List them all out

and focus on your frequently performed core tasks.

What do you do in terms of administrative, marketing, sales,
and financial work? What do you do with clients? What do
you have to do with the software systems you use? List them

all out.

Step two is to filter them by frequency. Sort them into yearly,
quarterly, monthly, weekly and irregular. We're going to
systemize dailies and weeklies first because they happen more

often, and a VA will help improve efficiency.
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Step three is to rank your tasks according to (in)competence
and excellence. Circle daily or weekly tasks that you consider
yourself to be (in)competent or excellent at. Now, identify the
top three tasks you’ve circled and hand them off to your (new)

Virtual Assistant (VA).

Hiring a Virtual Assistant can be a challenge, especially if you
aren’t making a lot of money yet. We have developed a way
to recruit, hire and train coach-specific-VAs quickly. Check

out www.poorcoachrichcoach.com/VA for a way to find well-

trained and affordable freelancers.

After mapping out your process and deciding what you can
delegate to a VA or someone else, you can do the final step of
the optimization process, which is to plan your days, weeks,

and months.

Once I started organizing my business and myself, I
experienced a lot of benefits. I plan every day and week in
advance. I've also developed a straightforward planning
system for my executive clients, which you can download for

free at www.Topmindplanner.com.
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So, here’s a quick overview of the steps:
1. Define and map your core processes.
2. Specialize and delegate non-core tasks to freelancers.
3. Plan your days and weeks in advance.

Next, I will give you a few tips to make the mapping and

delegating process more effective.

SIMPLE WINS

Make the process as simple as you can because complexity is
the enemy of execution. Think “simple.” The simpler you

make the process, the easier it will be to delegate.
It also minimizes errors in the execution and enables you to

allocate more of your awareness to your client.

Human to Human

Although process mapping and standardization may sound
very “cold” and mechanical, their purpose is to actually allow

you to be “warmer” and more human.
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When you're focused on all sorts of management and
administrative tasks that are distractions, you will not stay as
focused on and connected with your clients. So, the purpose
of this whole process is to allow you to become more human

and client-focused.

Sequence Matters

As we discussed in the previous chapter, the key to success is
doing the right things at the right time. This also applies to

mapping your processes.

When you start working on your map, you'll realize that you
have a lot of processes. So, start mapping only your core
processes, namely the delivery of your core coaching offer.

Later, you can move on to the others.

KEY TAKEAWAYS

* Focus on the core tasks that drive your business
forward, instead of non-essential activities that hold

you back from achieving the growth you deserve.
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* Apply the comparative advantages theory and
specialize in your field (coaching), while
outsourcing everything else to an affordable Virtual

Assistant, even if you could do it better or cheaper.

* Consider the value of the time you spend on non-
essential tasks, which you could be allocated to

your business’s core tasks.

Map out all the steps of the processes in your business

for all the roles you fulfill.

* Note any actions you could implement to

improve the processes.

Make a list of all the tasks you handle, filter them by
frequency, and rank by your competence level at the

task.

Circle the daily or weekly tasks that you are
incompetent or only moderately competent at, and
delegate them to qualified People in your team, (virtual

assistant).

The final step is optimization, which means planning

your days, weeks, and months.
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* For success:
* Make the process simple.

* This process mapping and standardization
system will allow you to focus more on your

clients and develop “warmer” relationships.

* Do the right things at the right times.
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CHAPTER 18

The Proof Is In The Pudding

x>

/ \
/ \

Proof is defined as “evidence or argument establishing a
fact or the truth of a statement.” If I say [ have a red jacket
and show you my red coat, I have provided you with evidence

that my statement is factual.

In business, proof has the same definition, except that it is far

more critical than whether or not I have a red jacket.
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Consider, for a moment, all the products and services you
purchase. You likely stick to particular brands and companies

because they have proven to deliver what you want.

You buy a specific brand of smartphone because it has proven
to make devices that suit your needs. If you do decide to
change, it’s also based on proof. It can be because its design

looks nicer, or it has a better camera, or more storage capacity.

However, you won’t buy something without some form of
proof that the promises being made are aligned with reality.
Proof that your product or service delivers what you say it
does is vital for converting a prospect into a customer. It’s also

essential for turning a customer into a long-term client.

With physical products, providing proof is much easier than
with services. And with coaching? Well, it’s even more of a

challenge.

But first, let me show you the value of proof and what

happens when it’s not available.
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DISCOVER THE VALUE OF PROOF

Imagine yourself sitting in an airplane, waiting to go off on
vacation to a beautiful, sunny destination. Your spouse is
sitting next to you. Everything seems ready for departure.

Except for one thing. The pilot hasn’t arrived.

Everyone, from the crew to the passengers, is waiting for the
Captain to show up. You're sitting in the front row, so you can

hear the cabin crew talking.
A passenger asks, “What are we waiting for?”

“We're just waiting on the Captain. We need him to fly the
plane,” the Chief Flight Attendant replies. “He’ll be here in a

minute.”

Everyone relaxes. We're ready to get to our sunny destination,
which is only a few hours away. But everyone’s too excited
and in too much of a good mood to get overly annoyed at the

pilot’s delay.

A few minutes later, the Captain arrives. He looks relaxed. A

little too casual since he doesn’t seem to be completely aware
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of the situation. He apologizes for being late, salutes the

members of the crew, and waves at the passengers.

He’s cheerful and is clearly in the mood for a nice trip.
Everything seems fine. “I'm almost ready,” the pilot says.

“Just give me a few minutes to get settled, and off we go.”

He turns, opens the door to the cockpit, and looks inside.
Everyone is watching his back. He stays still for longer than

expected. In fact, he seems practically frozen to the spot.

You can tell from his posture that something is wrong. The
crew and passengers are staring at him, trying to work out

what might be wrong.

He turns around slowly to look at his crew and passengers.
His face is pale, and his eyes are wide. He looks panicked and

tense.

“What the hell are all these meters, switches, and clocks doing

on my dashboard?” he exclaims.

How confident do you and your fellow passengers feel about

this person piloting the airplane?
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Everyone knows that you cannot fly an airplane without an
altimeter, speedometer, and all the other optics and metrics.
The equipment provides the pilot with vital information on
the plane’s position, speed, and further details, such as if
everything is still okay and the plane is still on the correct

route.

Almost every profession has its own specific optics and
metrics. A surgeon has a heart rate and blood pressure
monitor; a pilot has a dashboard full of meters; a businessman
has his spreadsheets with sales figures, employee and

customer satis- faction, and so on.

However, coaches operate only based on the perception of the
client. As coaches, we only have a control stick and a gas
pedal, if we’re lucky, to fly our “coaching plane” to ensure our

clients get to their destination.

We promise we’ll take them to a “sunny” location, but we
have no idea how to get there, if we're heading in the right
direction, or how long it will take. The only “optic” we have
is the extent to which our “passenger” is still happy and

satisfied.
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Isn’t that strange?

LEARN TO SPEAK THE LANGUAGE OF BUSINESS

In business, a key metric to measure success is the return on
investment, or ROI. You must convince investment boards
and steering committees that your project is worth the
investment. Once the project is completed, you must analyze

the results to prove the project was on target.

The problem is that most companies do not know what ROI
they get from investing in their employees. This happens even
though most firms acknowledge that their employees are their

most valuable asset.

No matter what projects the firm invests in to help their
employees, from coaching and professional training to
cultural change, no one takes the time to figure out these

projects” ROL

They do not know if these investments are paying off, or how
they are paying off. Not concretely, anyway. All they have are
some abstract concepts. They’ve read that employee

engagement increases when they feel the firm cares about
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their wellbeing. They’ve also heard that more engaged

employees are more productive.

So, companies hire coaches like us and other experts to
provide coaching and train- ing. However, they have no idea

if it works and to what extent.

This becomes even more apparent when we consider that
data-driven decision-mak- ing is now considered one of the

critical drivers of a company’s ability to thrive.

In terms of human resources, though, ask any senior
management team member about the ROI of coaching, and
they’ll give you a whole list of abstract benefits. Pos- sibly.
After a lot of hesitation. If it's the CEO asking for concrete
data, they suddenly need to consult with their underlings

because they do not have the “exact numbers.”

For coaches to succeed, we need to learn to monitor if clients
are heading in the right direction and more accurately

calculate the ROI of coaching.
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While not all our information may be quantitative, meaning
“cold, hard numbers,” having no quantitative data at all just

puts us in a very vulnerable position.

The key to success is to start playing by the same rules as those

who pay our bills.

Once you adapt to their rulebook, you'll be rewarded. You'll

also get more honest feedback on how well you do your job.

MAKE THE VALUE YOU ADD TO THEIR BUSINESS
CLEAR AND QUANTIFIABLE

So, how can you play by their rules? It all comes down to
ensuring that the value you add to their business is clear and

measurable.

“COACHES NEED TO USE THE SAME PLAYBOOK
COMPANIES USE. INSTEAD OF FIGHTING THEM, JOIN
THEM AND USE THEIR TACTICS TO THE BENEFIT OF

YOU AND YOUR CLIENT.”

I'm quite certain that this is why the coaching industry is so

affected by economic cy- cles. On an intellectual level, most
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business leaders support personal development. They claim it
is a vital component to their success and the success of the

firm.

However, reality says otherwise because personal
development never really seems to be a priority. Oh, they talk
a good game when the economy is booming, and they have
spare cash to spend. However, when the economy sinks, as it
always does, personal development is suddenly no longer that

important.

The thing is that nothing will change. As coaches, if we do not
step up and show these companies how much value we
provide them, how important our work is to their com- pany’s

continued success, we cannot expect anything to change.

Compared to other professions, still very few business leaders
have a coach. That’s even considering how much growth the

coaching industry is currently experiencing.

Most athletes, doctors, and artists have coaches. In fact, it’s
practically unheard of for anyone in sports or the arts not to

have a mentor or a coach.
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In these professions, it’s a well-established fact that you need
a mentor or a coach to succeed at the highest level. In the
business world, though, we’re struggling to show our value to
the people paying the bills. It doesn’t help that so many of
these people haven’t directly experienced the benefits of

coaching.

Developing a Set of Metrics

This was the challenge I was facing in my business. I had to
develop my own set of metrics to determine the impact of my
training and coaching. These metrics had to show my clients
their progress, but they also had to show that my work was

effective to the businesses paying for my services.

The University of Amsterdam studied my coaching system,
discovered it was highly effective, and published the results.
This study, though, took more than two years to finish and
was based on the aggregated results of a group. I needed

metrics I could apply to individuals and would give instant

feedback.
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I established a standard that would allow me to determine if
my coaching on an individual level had succeeded. The
approach I used was one that I had learned from my mentor

and the top executive coach, Marshall Goldsmith.

I determined that my coaching could be deemed a success if
my client and a significant group of their co-workers
recognized and acknowledged that the client had achieved
positive behavioral growth. The growth would also have to
become a permanently embedded change over the long term.
Marshall Goldsmith refers to it as stakeholder-centered

coaching.

It's an excellent method to measure coaching success for

business leaders and their employees.

For most coaches, this is more than enough. However, I added
another metric. As I dis- cussed in the first part of the book,

people always want to know what’s in it for them.

People decide to do something based on egocentric drivers.

This holds just as true for coaching as for anything else.
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Furthermore, when other stakeholders are involved, those
stakeholders will evaluate their progress.There can be as
many as 20 stakeholders involved, which makes things quite
complex and challenging. Plus, there are always those

business leaders who believe they know better.

I needed a way that placed the object of measurement within
the client as well. So, I combined Marshall Goldsmith’s
stakeholder-centered approach focused on interpersonal, with

an intra-personal measurement.

I developed three metrics. These metrics also allowed me to

monitor the stand- ard I had set for myself.

* Self — the clients assess their own state of being and
their daily progress using the app to conduct a daily

self-assessment based on personal questions.

= Other - supporters around the client evaluate the client
based on the behav- ioral goal he or she wants to
achieve, as in Marshall Goldsmith’s stakehold- er-

centered coaching methodology.
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* Physical — the client is tested physiologically, also
referred to as the Energy Control Method developed by

Stans van der Poel*

Below is what this all might look like in table form for a client

group of a large corporation.

Training group (n=23) Benchmark group (n=29)
Progress Review 1 (-3 - +3) 1,29 (-0.2 -2,3)
Progress Review 2 (-3 — +3) 531 (0-2,25) 1,16 0,13-2,0
TopMind Tracker Response (%) 81% (25 - 100) 62% (22-83)
TopMind Tracker Score (0 - 100) 70 (52 - 90) 61 (45-75)

Example of a table for a corporate group (n =23)

Self

The “Being” element will require you to develop a set of
questions designed to track your client’s progress and state
over time. The next chapter will delve deeper into this daily

question process (see trackingcoach.com).

You need to ask your client these questions daily and provide
them with feedback on their progress over time. This
measurement method takes only three minutes a day for the

client to complete.
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Other

The “Balance” element requires you to ask for help from a
significant number of people in the client’s work and personal

life. Let’s call these people supporters.

You will have to ask these supporters about the progress of
your client. To ensure the accuracy and sincerity of the
responses, allowing anonymous quantitative and qualita- tive

feedback is recommended.

Physical

The “Body” element is the final stage of the assessment. Any
type of change leaves some physical or neurological markers,
even if the client is un aware of this fact. Therefore, my clients
take periodic physical tests to evaluate their mental, emotion-
al, and physical state. This measurement is rather profound
and extensive. I will not further elaborate on this way of
measurement in this book. More info you can find at

www.biocheck.nl/en.
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Bringing It All Together

This approach has not only allowed me to make my clients
happy but, just as important, it enabled them to prove that
they were measurably more effective. It's also allowed me to
ensure their sponsors there is positive ROI on the pro- vided

coaching.

It might seem like a complicated, ‘cold” and time-consuming
approach. First, as explained in the chapter on process, it
depends on how well organized you are, how much you

delegate, and how well you automate the process.

I've had an app and online system developed and delegated
the physical tests to a specialist (see
www.TrackingCoach.com). It doesn’t take my clients or me a
lot of time. However, these metrics are the catalysts of the

programs and their progress.

If you do not already have a way to monitor your clients’
progress in your program, I wouldn’t start with all three at the
same time. You can opt to start with only one element, and if

it works, you can consider adding another one in the future.
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KEY TAKEAWAYS

Proof in the form of quantifiable metrics is essential to

show others the value you add as a coach.

Most companies who hire coaches for their employees

have no idea of the ROI of coaching.

* Coaches without any quantitative data are in a

vulnerable position.

* Succeed by learning to play the same game as

the people who pay the bill.

You must develop a set of metrics that can clearly show

the progress of your clients.

* I use Marshall Goldsmith’s stakeholder-
centered coaching approach, combined with an
intra-personal =~ measurement  system I

developed.

Stakeholder-centered coaching refers to stakeholders
recognizing and acknowledging the client’s positive
behavioral growth. This growth must be permanently

embedded over the long term.
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* My intra-personal development system is made
up of two other metrics:
Self — the clients self-evaluate their state and progress
using the app daily.
Other — the client

Physical — the client undergoes a physiological test as

behavioral change leaves markers as evidence.

This system of metrics allows me to make my clients

happy and the people who pay the bills.

» Start with one simple metric, then you may want

to add more in the future.

245



CHAPTER 19

Pair — Be The Tortoise, Not The Hare

Many factors contribute to the success of a coaching

business. However, some of the key drivers of success
include helping your clients achieve results, offering great

support service, and building relationships.

Not many people realize the importance of building
relationships in business, but they can be more important than

anything else.
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While coaching, by its very nature, involves building a
relationship with your client, many coaches do not realize the
value of starting to build that relationship early on, or
continuing to invest in that relationship, even after the

coaching work is done.

Let me explain.

The Value of Building a Relationship and the Right Way to
Do It

Imagine that you're a young, 21-year-old male. You're single,
but you're open to a relationship. You go to a bar with a friend,
and you see this fantastic girl on the other side of the room.
She’s constantly smiling, and she looks lovely. She is exactly

your type, from the way she looks to how she talks.

You make brief eye contact with her. Your heart starts
pounding. You take your sweater off because you're suddenly
overheating. And it has nothing to do with how hot it is in the
bar.

You can only think of one thing. You need to meet this girl.

You realize that you won't get a second chance to make a good
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tirst impression. So, this introduction needs to hit the
“bullseye” and be spot on. You gather up all your courage to
approach her. You throw back another drink to soothe your

nerves.

You dawdle for another few minutes but then finally decide
to make a move. You walk towards her, weaving through the
crowd. You can see that she’s noticed your approach, and you
make quick eye contact again. Everything is a go, and all lights

are green. You're determined to give it your best shot.

Then you stand in front of her, she smiles, and you stumble a
bit. After a few seconds, once you've got yourself together,
you say to her, “Hi, I just saw you standing here and thought
that we should get married, buy a house, finance it with a solid
mortgage, and have kids. I'd prefer three kids, but we can

negotiate. Why don’t we get started right now?”

With an introduction like that, what are the chances this lovely
girl will stick around and talk to you? A big fat zero. You'll be

lucky if she doesn’t accuse you of harassment.
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Take It Slow

Unfortunately, this is the approach I used to use, and many
other coaches still use it when approaching prospective
coaching clients. Take it slow, make tiny steps and just gain
trust. The way you introduce yourself to your prospect will
determine whether you’ll have a second contact, let alone a

coaching relationship.

I am neither a seduction expert nor a relational coach.
However, even with my limit- ed relational experience, I still
believe you have a better chance of taking the next step if you

first talk about “simple” general things and put her at ease.

It helps to create trust in a way that shows you aren’t some
sort of weirdo. When she feels safe and comfortable, she might

even ask you a few things, which shows engagement.

After a while, it might be the right moment to ask her if you
could buy her a drink. If she agrees, maybe the conversation
will get deeper, and you talk about her interests and other,

more personal things.
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That pleasant conversation might be enough to open the door
for you to invite her out for a coffee or dinner sometime in the
following days or weeks. If she agrees to go out with you, you
can ask for her phone number. Getting a date and her phone

number is a great achievement, isn’t it?

Why should things be different with a coaching client? After
all, engaging in a first interaction that builds trust and lets you
get the clients” details while also setting up a “follow-up” date
is an indicator of a successful introduction, too, isn’t it? Don’t

rush it.

Even though the nature of these two relationships is different,
they have a lot in common in terms of development. Building
a relationship takes time, especially in the early stages. You

need to take it slow and easy.

Listen, Listen, Listen

Let’s say that your perfect date now TRUSTS you enough to

provide you with details and to schedule a first date with you.

When it’s time to go on the date, you're nervous. You dress up

in the most boring and dirtiest clothes you can find. You then
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show up an hour late. You're lucky she was still there, waiting

for you.

While on the date, you talk about yourself all the time. You go
on and on about how many dates you've already been on and
how many girlfriends you’ve had. All you do is extol your

own virtues to show her how fantastic you are.

What chance do you think you have for a second date? If she
lasts all the way until the end of the date, you should count
yourself lucky. From that point on, you might as well lose her

phone number because she will never answer your calls again.

Sadly, that’s kind of like how I used to act on a “first date”
with a prospect and how my fellow colleagues often still

behave.

During the first few years, I tended to talk far too much.
Although I listened at the be- ginning of the conversation, I'd
quickly start talking about my coaching experience, the
techniques I used, how a program with me looks, client

stories, or, even worse, the price.
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I was so enthusiastic about my services and eager to convince
my client to work with me that I just took over the

conversation.

It wasn’t a very “coachy” thing to do, right? I cringe even now

when I think back on what I used to do.

What about you? How do you act on your “first date” with a
prospect? What are the chances you'll get a second date if you

act this way?

After all, intimate relationships and coaching relationships are
pretty similar. But you're so well trained! You have all these
credentials! You're burning with the fire of a thousand suns;
that’s how ardent your desire to help her is. But she turns you

down— what a disappointment.

Preparation and Planning: The Key to Winning

On the other hand, let’s say that you prepared. You tapped her
social network and asked a little about her. You’ve researched

her background, her interests, and other things you could

think of.
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You “Googled” her and checked all the social platforms to
learn more about her education and hobbies. Then, you dress
smartly and arrive on time, or maybe even a bit early, for your

tirst date so you can welcome her.

During the conversation, you focus on her. You are attentive,
and you ask her ques- tions about her interests and desires.

You ask about her dreams.

Allin all, you do everything you can to make her the center of
attention without making her feel uncomfortable about it. At
the end, you tell her a little about yourself just to make sure
she knows you aren’'t a weird guy. She feels relaxed,

connected, and curious to learn more.

Now, what are your chances of getting a second date, or even

a little more...?

Again, it’s not that different from a coaching relationship. If
you are prepared for your first getting-to-know-each-other
session, ask questions, and listen to the desires, goals, and
chal- lenges of your prospects, it's likely they’ll want to

continue the conversation, isn’t it?
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Go Fast by Going Slow...

Let’s say that you and the girl date for a while. You're both
attracted to each other. What are the chances that you'll

develop an intimate relationship from this point?

If you said the chances are pretty significant, then you need to
slow down a little. The answer is that it depends on the

number of dates you’'ve had and how good they were.

While there are certainly exceptions, both in coaching and
personal relationships, an intimate relationship will not

develop after one or two dates.

In a business context, experts say that real commitment sealed
by a buying transac- tion doesn’t happen within fewer than
seven contacts. If you try to sell anything earli- er than the
seventh contact, you're very likely to destroy the relationship.
In coaching, the figure is often even higher than the usual

seven contacts.

In my first years as a coach, I made the mistake of trying to
close the deal after two or three contacts. After a positive

introductory session, I figured I could start talking terms and
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make a proposal immediately. Then I was surprised that so

many of my proposals were refused.

Most of us, as coaches, tend to have a conversation by phone
or email, then meet face-to-face, and immediately follow up
with a proposal. Your business is unlikely to thrive if you rush
this critical phase in your relationship. Going fast by going
slow is the most effective approach. Be the tortoise instead of

the hare.

“Pair” slowly and mindfully with your prospects over at least
seven contacts, which can be face-to-face meetings, phone
calls, and emails. Remember, you sell trust and awareness, not

fast food.

If you do not know anything about the other person and what
their buying decision will be, then you’ve messed up the order

or missed one of the steps outlined in the process below.

When their response is in doubt, it means that you are pushing

things too fast and you are asking too soon.

The number of prospects in coaching is still limited, so be

mindful of how you “pair.”
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Proximity Is Power!

So far, you've been dating, and the relationship has
developed. A relationship, how- ever, is not yet a guarantee
that you will both “live happily ever after.” The pairing

process never stops.

Your new girlfriend is ecstatic with you. You're both over the
moon, and you have faith in your mutual future. All the signs

of a successful long-term relationship are present.

You decide to propose to her, so you get down on one knee.
She doesn’t even have to think about her answer. She

immediately screams, “Yes!”

Then you tell her that you'll be moving to Europe alone for an
indefinite period for work even though you both live in the

United States. It will last at least a few years.

“But don’t worry,” you try to comfort her, “I'll visit you one
weekend per month, and I'll stay a little longer for the winter

holidays.”
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What are the chances of you two living happily ever after?

Will she really wait for you? Don’t you think that’s unlikely?

Again, this is how we approach coaching with your clients.
After along “courting” period, you make the client a proposal,
and if all is well, he immediately agrees. The client commits
and opens himself up for a coaching program with you. He

has high expectations, which is natural.

He wants to become a more effective leader, he wants to be a
more attentive father, he wants to become a more empathetic

listener, or maybe he wants to improve his vitality.

Every four weeks, you see this client for an hour. You do this
between six and ten times. And then, with six to ten sessions
spread out over half a year to a year, we expect the client to

change his behavior permanently for the better. Right? Right!

Let’s be honest. How many things have you learned in life by
just talking about them for an hour, between six and ten times

over half a year?

As I mentioned previously, I have worked with highly

disciplined athletes. The kind of people who worked really

257



Poor Coach To Rich Coach

hard to achieve their goals and didn’t let anything stand in
their way. They couldn’t apply what they’d “learned” in our
coaching sessions in their daily lives. The most disciplined
people I have ever worked with were unable to change their

behavior for the better with only coaching sessions.

So, I found a way to get them to practice their new behaviors
every day. The only way to get your clients to positively and
sustainably change their behavior and reap the fruits of a
coaching program is to be “close” with them. It could either

be in person or through some form of online support.

Proximity is power for you, as a coach, and for your clients.
The current “distant” approach to coaching is why it is not as
effective as it should be. I'll explain later what you can do to
get “closer” to your clients, without having to spend a lot of

time doing it like I did in the beginning.

The Value Circle

It’s time to look at the phases and their sequence necessary for
building a success- ful coaching relationship. Essentially,

you're going on a sort of “journey” with your prospects.
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It's a journey where you turn complete strangers, through
various stages, into raving fans who eventually provide new
leads. On your way to earning their trust, add value to your
client’s life, and, in return, when you have proven to be a
valuable partner, your client will want more, stay with you

longer and be an ambassador bringing in new clients.

It's like a dance between partners. Gradually, you close the
gap between you as the trust builds. In this dance, you turn
ignorance into leads, leads into customers, and customers into

raving fans.

You can only do this successfully if you support and add value
to your clients’ lives and travel this journey from one stage to

the next in the proper sequence and at the right pace.

You “pair” in a very similar way to an intimate relationship,
like the one described earlier. It's important to remember that
you aren’t in the coaching business to sell, or make money.
You're in it to positively change lives. The return in revenues
reflects the suc- cess of how well you’'ve built this human

relationship.
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FANS
CUSTOMERS
PROSPECTS

STRANGERS

So, what is the ideal sequence to generate value from scratch?
This journey that turns strangers into prospects, into loyal
customers and then raving fans consists of three phases and

nine different steps that I advise you to follow.

You need to really understand these three phases and nine
steps of the so-called Val- ue Journey, to successfully establish
long-lasting coaching relationships and generate value for

your client and for yourself.

I learned this sequence from Ryan Deiss and adapted it to

make it work for coaching practices.

* Phase 1: Create TRAFFIC (i.e. leads)
* Phase 2: Create CUSTOMERS

* Phase 3: Build a BRAND through your FANS
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Phase 1: Generating Traffic

Traffic refers to the volume of users visiting, engaging, and
subscribing to your website or other platforms (like social
media, etc.). For a website or platform to succeed, you need to

drive traffic to it from various sources.

This traffic, however, needs to be comprised of people who
will be interested in buying your coaching service, which
requires you to target people within your niche (see the

chapter about Position).

In the past, traffic was the primary metric for determining the
importance and value of a site or platform, but that is no
longer the case. While traffic is still im- portant — you cannot
have conversions without traffic — the conversion into (loyal)
customers will eventually determine your commercial

effectiveness.

In this first phase to generate and develop your traffic, you

will need to go through three steps:

1. Awareness
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2. Engagement
3. Subscription

It all starts with generating traffic, namely attracting ‘eyeballs’
and generating conver- sations and new prospective clients.
We'll discuss how to generate traffic in the next chapter on

Promotion.

For now, it’s enough to learn what the correct sequence is and

what pace you should be going at.

So, first, you need to make complete strangers aware that you

and your brand exist. This is the step called “Awareness.”

Next, you have to start a conversation with this stranger to
build trust and turn them into a person you know and are

‘engaged’ with. This step is called “Engagement.”

Now, your stranger is someone who is engaged when they
communicate with you. So, you want to offer them something
of value, so they’ll give you their contact infor- mation (name,

email, etc.). This step is called “Subscription.”
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When you have the contact information, you can start
communicating at a deeper level in the subsequent phases. It’s
a form of bartering. You give something of value for free, and
they give you their contact information and agree to let you

contact them in the future.

Phase 2: Generating Customers

The difference between Phase 1 and 2 is that, in Phase 2, you
have turned strangers into customers, i.e., people who make a
financial commitment. You can generate and develop
customers and increase your revenues, using the following

three steps:
1. Conversion
2. Excitement
3. Ascension

When clients have provided you with their contact details and
consented to commu- nicate with you, it’s the right time to

turn them into paying customers.

263



Poor Coach To Rich Coach

S
OMER

c_;(
R
N\
\
\
THE \

VALUE I
CIRCLE !/

z
Q
=
L
[
b
£
o)

“4
=
l \
\

However, most coaches make the mistake of rushing this
delicate dance and try to turn strangers into paying customers
immediately. If you rush, you're very likely to blow up the

relationship.

It's like talking about marriage and kids before you've even
been on the first date. You first need to get to know each other
a little, gain trust, and add value beyond their expectations

throughout the process.

The right first step is to seduce your lead into making a small
deal, also known as a micro-commitment. This commitment
can be in time, effort, or money. This step is known as

“Conversion.”
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You convert your “lead” into an “early-stage” customer
committed to a small trans- action. We'll be looking at what
type of transaction this can be in the subsequent chapter, on

Promotion.

Once you’ve converted your lead into this fresh customer, the
real dance starts. It’s time to bring out the big guns and really

“court” your new customer.

It’s like when you’ve had your first date, are over the moon,
and start courting your date to turn it into a real relationship.
You buy flowers, send presents, organize sur- prises, and so

on. This is called the “Excitement” stage.

You're going to excite your fresh customer to such an extent
that he or she will want more and stay with you to get it. If
you get this courting phase of the pairing process right, you'll
finally be ready to propose. This is the time to drop to one knee

and “propose” your core irresistible coaching offer.

If you've followed the sequence and haven’t rushed the
process, you'll already know what the answer is going to be.

A loud and resounding “yes.”
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As I explained before, if you do not know what the prospect’s
answer will be, then you have moved too fast or skipped a

step. When the answer is in doubt, you're asking too soon.

However, if you did everything right and didn’t rush it, you'll
get your “yes.” Once you get that vital answer, it's time to
build your future with your client. This is known as the

“Ascension” or “Ascend” phase.

Remember, just because you have a new paying customer that
doesn’t mean you’ve reached your final destination yet. This

is where the actual coaching or pairing process really begins.

We need to “ascend” together in the relationship, just like any
other relationship. It’s like you aren’t done when you’ve just
gotten married. You'll buy a house, start a family, and so on.
You also have to keep the relationship thriving with your
partner. It's not like you can just sit back and let things

happen.

After all, you cannot expect your relationship to succeed if, as
I showed earlier, you live on a different continent to your

partner and only pay a visit once in a while. To ascend, you
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together need to grow as close as possible to your partner and

stay that way.

I mentioned in the first part of this book that coaching is a
contact sport. The more contact you have with your client, and
the better quality is, the closer you will be- come, and the
better the results will be. Being “too distant” is the main
reason “our” coaching programs don’t engender the success

they should.

We could do ourselves, and more importantly, our clients, a
huge favor by becoming much closer to them and supporting
them in the unavoidable process of practicing in their personal

time.

Anything we learn in life results from repeatedly practicing,
then getting direct feed- back on our attempts, and being or
feeling rewarded when we’ve made progress. Our behavioral
habits developed as a result of repetition, reminders, and

rewards.

As a coach, you can fill this role to ensure your clients repeat

new positive behav- iors, remind them to stay on track, and
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finally, both of you will feel rewarded when progress is

achieved.

OUR BEHAVIORAL HABITS DEVELOPED AS A RESULT OF
REPETITION, REMINDERS, AND REWARDS.

Your coaching client probably has a coaching question, and
you both establish a quali- tative objective for the program. I
usually add one or two quantitative goals to make it more
tangible and a little more measurable. When the objective and
goals are set, I talk with the client to figure out what habits

need to be instilled to achieve this objective.

For a client who wants to improve his vitality, for example,
the habits can be morning meditation, or doing a certain
number of workouts per week. For a client who wants to
improve his listening skills, the habit can be to ask three open-

ended questions before talking any further.

If you want to use and download a template to set something

similar up, go to www.poorcoachrichcoach.com/tools.
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Once you've set this up, it’s a matter of repeating, reminding,
and rewarding the client to automate this behavior into a

lasting habit.

At first, I got this process to work by calling all my coaching
clients daily, at the time they wanted. I would go through a
list of questions covering everything they wanted to ask
themselves about the steps they’d taken to move closer to their
goal of developing a new behavior. At the end of the week, I'd
send them a scorecard so they could keep track to what extent

they’d achieved their goals.

AsTIexplained earlier, I got this idea from Marshall Goldsmith,
who had a lady named Jasmine call him at 10 PM every night,
no matter where he was in the world. He calls this ‘the daily
question process.” The lady would ask him the same questions
every time regarding the things he wanted to do. He told me
that he needed to take this approach because he lacked the

discipline to do it on his own.

When it became too time-consuming and complex to call all

my clients every day,
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I had an online system and app developed. The system was
convenient for my clients and for me. It also provided clients

with real-time insight into their progress.

Phase 3: Building Your Brand

Before we get into the details of this phase, we first need to
understand the term brand. It has multiple meanings, but the
one that is relevant in our situation comes from The Dictionary
of Brand by Marty Neumeier. Therefore, the term brand
represents “a person’s perception of a product, service,

experience, or organization.”

Marty Neumeier is an author, speaker, and expert on brand.
According to Neumeier, “a brand is not a logo. A brand is not
an identity. A brand is not a production. A brand is a person’s

gut feeling about a product, service, or organization.”

The easiest way to understand brand is to turn it around.
Instead of thinking about yourself as the brand, think of a
product you know. Let’s consider a product everyone on the

planet knows: Coca-Cola.
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Now, the brand is not Coca-Cola as a product, logo, or name.
The brand represents the sum of your feelings about the
product. If, for you, Coca-Cola is a soft drink that tastes
amazing and no other drinkE can compete, that’s their brand

for you.

Another example is your internet service provider. You might
think of your ISP as being trustworthy, easy to work with, and

as delivering quality service. For you, that’s their brand.

As you can see, the key to a brand lies in a customer’s
experience with that product, service, or company. This is

where you can take action.

Building your brand is a matter of understanding the entire
customer journey and then ensuring that they have an
outstanding experience at every point. It's also about defining

your brand and positioning yourself accordingly.

If you want to be seen as the best coach for female executives
in their forties, for example, you need to ensure that all your

efforts are geared towards building this particular brand.
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So, how can you build your brand? Well, you'll have to follow

the three steps below:
1. Advocacy

2. Promotion

3. Referral
09‘°“ER5
& )
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What do we sell as coaches? Do you remember? It isn’t clothes
or fast food, is it? As we’ve already discussed in previous

chapters, we “sell” our presence, awareness and support.

That means that you, as the coach, are the brand, or at least a
significant part of it. This implies that you cannot credibly sell

it because you are, basically, selling “yourself.” Selling
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yourself is like tooting your own horn. Strangers will not be
convinced when someone tells them that they’re the right

person to work with.

Ideally, your clients and, more specifically, your fans will do
it for you. Your fans can credibly promote you, thereby
building your brand. When it comes to coaching, you really

have no other alternative than to let others do this for you.

In the next chapter on Promotion, I will discuss what you can
do to turn clients into promoters, and have them generate
referrals. In this section, we’ll continue to focus on the final

three steps of the pairing journey.

When you have “ascended” the relationship by upselling
other services, or extending your coaching programs, your
clients will at least be satisfied. When they are happy, they will
be willing to say nice things about you. But you have to ask

them to do it. This stage is called “Advocacy.”

These clients will support you when you ask them to do it
because they are “happy” with your service. ‘Happy,” though,

is not enough. Ideally, you want them to become fans.
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The next stage is “Promotion,” which involves a strategy
whereby clients talk about you and promote you to others
without you having to ask them to do it. If you want someone
to promote your brand, ensuring they are simply satisfied or
happy, is not enough. The difference between advocacy and
promotion is that clients are satisfied in the case of the former,

and with the latter, clients have become raving fans.

You only get raving fans in coaching if you have helped them
achieve so much suc- cess that their spouses and colleagues
not only see their success but also acknowledge it. Only then
will they actively promote you without you having to ask

them to do it.

If you've gone through this journey successfully, you'll reach
the final stage, which is when clients actively refer you to
others. In this stage, your clients are even more proactive than

in the “Promotion” stage.

At this point, they are taking action and giving your name and
details to others, or they will provide you with the names and
contact information of potential clients so you can contact

these new leads yourself.
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These leads are more valuable than any other type of lead
because they’ve been prepared by someone who has
experienced the entire journey themselves. These leads have
already been guided through their first steps of your value
circle by one of your brand’s ambassadors. They have been
made aware, engaged, and have already subscribed since they

agreed to have their personal details passed on to you.

In the following chapter, we’ll discuss how we can “promote”
to get more referrals and convert as many prospects into

clients, and into ambassadors as we can.

KEY TAKEAWAYS

*  Getting NEW clients in coaching is hard. Try to get
maximum out of the existing relationship with clients
you already have. An essential factor to your coaching

business’ success is building these relationships.

» tisessential to start early and continue investing in the

relationship even after you’ve finished the coaching.

* Don’t rush it. Go slowly to gain their trust before you

“hit” them with your offer.
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Listen first. Listen to your prospect instead of talking
about how amazing you are as a coach.

Learn about your client first to make your first “date”

a success.

Wait at least until the seventh contact to “sell” your

client on your core offer.

“Pair” slowly and mindfully with your prospects over

six to eight contacts.

Keep working on the relationship and make sure to

maintain regular contact.

The Value Circle: gaining trust and adding value
throughout the lifetime of the coaching relationship. It

consists of three phases:

* Phase 1 - Generating Traffic

* x Awareness — make sure people know

your brand.

* x Engagement — start building trust and

engaging with your prospects.
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* x Subscription — offer your prospect
something of value to get their contact

details.

* Phase 2 — Generating Customers

e x Conversion — seduce your lead into
making a micro-commitment in time,

effort, or money.

e x Excitement — offer so much value that
your lead is so excited that they want
more and cannot say no to your

irresistible offer.

* x Ascension — build your future with

your client by nurturing the relationship.

* Phase 3 — Building Your Brand

* x Advocacy - your clients are happy and
are willing to say nice things about you
but only if you ask them. Clients are

satisfied.
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* x Promotion — your clients promote you
to others without you having to ask them

to do it. Clients have become raving fans.

* x Referrals — your clients bring you new
leads that they’ve already “prepared,” so

they’re open to working with you.

This approach will let you build a highly profitable and

successful coaching business.

To succeed, you must go through all the steps. You

cannot skip or rush ANY of them.
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Promote — Become The Superstar
Everyone Talks About

S
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Promotion involves using various tactics and strategies to
make sure that people know about your company, to

increase awareness and sales.

Now, businesses use so many tactics and strategies to promote
themselves, their products, or their services that it would take
a dozen more books for me to just give you a relatively brief

overview of each one.
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Plus, as technology advances and new and exciting platforms,
systems, and pro- grams appear, these strategies and tactics

evolve along with them.

However, the fact is that very few of them are a good option
for a coaching business, especially for a coaching business in

the early stages of its lifecycle. Let me explain why.

DISCOVER THE TRUTH ABOUT MARKETING FOR
COACHING BUSINESSES

Since I started my coaching career, I have continuously
invested in my development as a coach. Not only because I
improve as a professional but also because it energizes me. I
love going to seminars in my own country and abroad. It’s so
much fun to find inspiration among other successful

colleagues and then apply it to my own practice for my clients.

Until 2015, I went through many educational courses and
programs around coach- ing related to my work as a coach. I
learned a lot about various coaching and therapeutic

techniques.
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I do not regret doing any of these courses or programs and
believe that I've become a better coach over the years because

of them.

However, as I explained in previous chapters, it dawned on
me that even some of the best teachers struggled
commercially. They were often alone or only had very small
teams. They certainly haven’t grown over the years or
managed to build a profitable business. Despite teaching me
highly valuable coaching techniques, they were often

struggling, just like so many other coaches do.

How was this possible? It only reinforced the fact that the
quality of a coach doesn’t translate into an automatic pay-off.
As I pointed out earlier, just being a good coach doesn’t
guarantee success or make it happen automatically. This idea
is based on the same limiting belief: being a better coach

would automatically mean more clients.

Seeing this, I became curious about the commercially
successful coaches who had extensive and continuously
growing client fan bases. What did these teachers with

prominent and prosperous coaching and training companies
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have that others didn’t? I wanted to learn from them so I could

become commercially successful myself.

LEARNING THE MOST EFFECTIVE MARKETING
TACTIC FOR COACHING BUSINESSES

In 2019, I was at a marketing conference about funnel
marketing in the US (see visual: marketing funnel for coaches).
While I kept an open mind, I also stayed on guard. I knew that
not everything I was being taught would work for my
coaching business. I'd already learned that lesson the hard

way.

LEADS

CLIENTS

FANS
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MARKETING FUNNEL FOR COACHES

I didn’t have unlimited time to do marketing or to make sales.
So, I was well aware that very few strategies worked the same

way for coaching as they did for other businesses.

Even so, I flew over to the US and invested six days and a few
thousand dollars to learn from one of the world’s most

successful internet marketers, namely Russel Brunson.

I was fired up, as I always am for seminars. And I loved being

around more than 5,000 entrepreneurs.

I had a great spot in the audience. I was fresh and energized
for everything to come. After the opening ceremony, Russel
came on stage. Russel is a charming, humble, purpose-driven

person.

So, he set the stage with his likable personality and the
promises he made us for the days to come. I was ready, and

my expectations were high.
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However, after his short and promising introduction, he asked
a question and his answer to that question raised a lot of

resistance in me.

He asked the audience, “What determines if you win or not in

any given market?”

I was there to find out how to at least not lose, so I was
desperate to know the an- swer. The answers I jotted down at

the time were:
* Hard work
* Bea great coach
* Integrity
* Invest in marketing

After we’d all written down our own answers, he gave us the

solution on a slide.

“THE COMPANY IN YOUR INDUSTRY THAT IS WILLING
AND CAN AFFORD TO SPEND THE MOST ON
ACQUIRING A NEW CUSTOMER WINS!”
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I had to reread it. Then I had to think it over. When the
statement finally landed, I started to relate it to my own

situation.

Would I ever be the company that could afford to spend the
most? I immediately concluded that I would never be the
company that could even come close to spend- ing the most

money on acquiring a new customer.

How could I, with a good but small coaching business, ever be

the one to spend the most on acquiring new customers?

We’d only been there for an hour, but I had to take a break to

digest this statement. So, I went for a cup of coffee.

Would a coach like me or any other small or mid-sized
coaching business ever be in the position to afford to spend
the most to acquire a new customer? I was puzzled. I
pensively walked through the conference center to my usual
coffee spot. I'd got to the same Starbucks in the large

convention center every day.
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I could have gone to the one that was closer or cheaper but I
picked this particular Starbucks at least twice a day, every

day. I chose it again.

The same nice lady as the previous day greeted me. “Hi, AJ.

How are you today?”

I was a little absent because I was still mulling over what
Russel had said. “Did you learn a lot at your marketing

conference?” she continued.

I didn’t want to dump my problem on her, so I just said, “Yes,

it’s interesting.”

When I got my coffee, I stopped and considered why I always
went to Starbucks and chose this specific Starbucks. The coffee

is good, but plenty of places offer the same quality coffee.

It's definitely not the location because there are closer ones.
The price tag on my cappuccino wasn’t why I had chosen this

Starbucks either.

Wherever I am in the world, whether I'm traveling or at home,

I go to a Starbucks. In my hometown, I also always go to the
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same place every time. I pay double the price of coffee

compared to other places, but I still go to that Starbucks.

At that Starbucks, they know my name and my background.
They welcome me the same way the lady at the Starbucks at

the convention center did.

The barista in my hometown recently told me that he checked

out my TopMind website and that “it looks cool.”

He asks me about my son, Rik, and how he’s doing in school.
Rik is 15 years old, and he goes to school in the neighborhood.
I sometimes treat him to a Frappuccino at that Starbucks. So,

of course, I've told them about him.

While waiting for my coconut milk cappuccino to be prepared
that morning, I sat down at a table. I had my notebook and a
little iPad in front of me. I stared at the screen, looking at the

statement again:

“THE COMPANY IN YOUR INDUSTRY THAT IS WILLING
AND CAN AFFORD TO SPEND THE MOST ON
ACQUIRING A NEW CUSTOMER WINS!”

287



Poor Coach To Rich Coach

I wondered how I could possibly win. I didn’t have the money

to spend, so how could I win? I looked at my screen again.

At that moment, I noticed that the kind Starbucks barista was
standing next to my table. Apparently, I hadn’t heard that my
cotffee was ready, and it had been standing on the counter. So,

she had brought it to me.

She said, “Here’s your cappuccino, AJ. Drink it before it gets

cold. Enjoy!”

I suddenly realized why I came to this Starbucks every time.
They care and pay attention to me. They “care and pay

attention” to me, I repeated to myself.

I wrote “CARE” down and looked at it. Apparently, you can
“pay” with “CARE” too.

I'looked back at the statement on the screen again.

“THE COMPANY THAT CAN AFFORD TO SPEND THE
MOST ON ACQUIRING A NEW CUSTOMER WINS!”
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That’s when it hit me. The word “MONEY” wasn’t mentioned
once. I had just as- sumed it was there, but it wasn’t in

Russell’s statement at all.

So, if I didn’t have money to spend, I could “pay” with
something else. I could “pay with attention,” I could spend
“care,” and I could pay with “care.” That was something I had

available in abundance. So, I changed the statement:

“THE COACHING COMPANY THAT IS WILLING AND CAN
AFFORD TO SPEND THE MOST CARE ON ACQUIRING A
NEW CUSTOMER WINS!”

And that is precisely what these Starbucks baristas do. They
spend so much authen- tic, lovable care on me that I keep
coming back. I take detours to find a Starbucks and am willing
to pay €5 for a cappuccino — twice as much as for a regular café

—because it comes with a smile every day.

I was ecstatic. So, I drank my coffee and walked back to the
conference. I felt lighter and was even more charged up than

at the beginning of the conference.
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I repeated to myself, “If I spend the most love and care for my
clients, I will win.” I sat down in the audience and listened to

the speakers. It was fascinating, and I felt inspired.

All these experts, without exception, stressed the importance
of building your cus- tomer base through digital marketing

and social media.

They all spoke about these subjects and tried to convince the
audience that we should use social media, advertise online,
make podcasts, go live on Facebook, post videos, sell online

training, set up marketing funnels, and so on.

I was so inspired. All the presenters were so animated, vivid,
and convincing. I really believed every word they said.

Something held me back, though.

Over the years, I'd come to realize that I didn’t have time to
employ all these marketing strategies. I seriously tried. For
years, I wrote blog posts and articles; I made videos; I gave

away free products; I sent out newsletters, and so on.
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After about five years, though, my contact list was still the
same size, but my daily work schedule was crammed full

because of all these additional marketing and sales activities.

I like to write, but it didn’t lead to more clients. I started to
doubt the effectiveness of the marketing advice I'd been given

by previous business and marketing consultants.

After five years of intense digital marketing and social media
activity on top of my regular coaching work, I decided to make
a simple analysis. I had a contact database of a little over 2,000
contacts. It was the same size it had been five years prior when

I had first started my digital marketing journey.

I had between 15 and 20 coaching clients, which was about the
same as five years ago. Approximately 10% of these clients
had come from my own social network, while 80% resulted
from referrals from current or previous clients. Fewer than
10% had contacted me directly without me knowing where

they came from.

Therefore, the conclusion was that five years of marketing had

not led to many new clients and didn’t grow my prospect list.

291



Poor Coach To Rich Coach

The vast majority reached me through word- of-mouth,
meaning that they had been referred by satisfied clients or

friends.

The belief that online and social media marketing would lead
to more clients and ensure my business thrived simply didn’t

hold true for a small coaching company like mine.

I worked hard and followed the guidelines of the digital
marketing experts. However, one could say that I should have
done more marketing and sales and should have done it
better. In that case, though, I would have had to delegate these

activities to experienced staff members.

Unfortunately, hiring well-trained people is un affordable in
the first phases of a coach- ing business because you do not
have the cash flow at your disposal to do it. You also run the
risk of going bankrupt, which is what almost happened to me

in 2015.

However, since 2015, while still in the early phases of my

business, my revenues increased by 500%. I achieved that
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level of growth with the same number of clients and with the

same number of contacts.

Obviously, that wasn’t the result of successful marketing like
the business consultants and marketing gurus had taught me

to do.

I had to discover why my business had grown so much
despite not following the rules all these experts said were

necessary for success.

Ijotted down a reminder and continued to watch the speakers.
They covered various marketing topics, like Facebook
advertising, social media, e-commerce, webinars, going live

on YouTube, and more. It was all very inspirational.

I could physically feel myself getting motivated to follow up
and implement every speaker’s suggestions after they had
finished speaking. However, I stayed on guard because I'd
already learned from other seminars that things might be

different for a coaching company.
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UNDERCOVER WORD-OF-MOUTH MARKETING

After dozens of experts had spoken, I discovered a pattern to
all these work-shops. Without exception, they were all happy

clients of the person organizing the seminar.

They all started their presentations by praising the organizer’s
services and software tools and how they had helped boost
their company’s success. They all showed graphs or told
stories about how Russel, with his marketing funnel software,
made them online marketing millionaires. And they all
boosted our faith by adding this bright shiny promise: You are

just one (marketing) funnel away...

They mixed this message with theoretical concepts based on
their own expertise and a practical story to keep things
interesting. They also discussed the results they had obtained
from Russel’s services. Of course, it was very compelling.
They were promot- ing Russel through their own personal
stories, supported with interesting marketing information.

That was what made the whole thing so credible.
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It's very commercially savvy, isn’t it? All these “gurus” spoke
convincingly about one aspect of the whole marketing
spectrum. However, at the same time, they were pro- moting

Russel’s software and services.

They didn’t mention “word-of-mouth” marketing once, but it
was the most dominant theme, albeit in disguise, at this
seminar. One of the most famous leading marketing experts
in the world had his clients do the marketing for him, but this

marketing tactic was not mentioned once.

I suddenly remembered the analysis I had done. That’s when
I realized that since 80% of my clients came through word-of-
mouth marketing, I was doing precisely the same thing as one
of the most famous marketing experts in the world. He just

didn’t talk about what he was doing.

So, what is the most effective, cheapest, and time-efficient
marketing strategy for coaches (and apparently for many

other businesses t00)?
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What promotional activity should you focus most of your
attention on that consist- ently delivers the highest ROI, both

in terms of money and time?

Referral marketing or word-of-mouth marketing, of course.
Basically, your cli- ents are doing all your marketing for you.
Forget all the other “interesting” shiny marketing stuff you get
bombarded with by the gurus. Stick with the tactics the gurus
are actually using. Learn from what they do rather than what

they tell you.

So, what can you do to get this type of promotion going? How
can you get your clients to promote you? That’s precisely what

we’re going to talk about.

First, a little disclaimer. I'm not saying that any of the
marketing tactics and strategies I've mentioned are not
effective. However, I am saying, as a coach, please choose
wisely, considering the limited time and money at your
disposal as well as the ex- tremely high level of competition in

the personal development industry.
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Focusing on the right things at the right time is the key to
success. You can achieve so much more with active word-of-
mouth marketing than you can with any other form of

promotion.

The results will allow you to develop, and, gradually, more
opportunities will arise for you to employ other marketing
tools. As a coach, though, you should keep things simple and
focused on word-of-mouth marketing, at least in the

beginning.

Promotion is the last P-level of the pyramid to prosperity. It's
the top level of the struc- ture and needs the other “floors” to

hold it up. The positioning is not a coincidence.

If you've neatly set up and implemented the other
foundational levels, you've already built a self-sustaining
revenue-generating system. The only thing we can do now is

to set up and optimize this last promotional level too.
So, if you've:

1. Positioned yourself properly towards your clearly

defined dream client.
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2. Composed a core offer with a few options for your

clients to choose from or for you to upsell them.

3. Developed a smart value- or performance-based price

strategy.
4. Organized the delivery of your service efficiently.
5. Built a team of good and well-educated freelancers.

6. Implemented optics and metrics to measure progress

for your clients and your business.

Then you have all the essentials in place to create ambassadors

who will build your brand and refer you to others.

So, we’ll assume that you've organized and optimized all the
Prosperity Pyramid levels and are ready to move to the final
stage. The objectives you have to fulfill to optimize your

promotion strategy, namely referral marketing, are as follows:

1. Increasing the number of ambassadors who actively

refer more prospects to you.

2. Turning these new clients into ambassadors as well.
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If you complete these two steps successfully, you will have
finally created your auto- mated, self-accelerative revenue-

generating system.

HOW TO GET MORE REFERRALS?

As described in the previous chapter, the single best, most
time- and cost-efficient way of promotion for coaches is
“word-of-mouth” marketing. How can you actively engage
and leverage happy clients so that they’re willing to do your

marketing for you?
The shortest possible answer is to ASK and FOLLOW UP.

Right now, you might be thinking that you've read this entire
book to discover the con- clusion is this simple. After all,

what'’s the point? You already have clients referring you.

I'm sure you do. All good, experienced coaches get some
referrals, so I'm not question- ing that your clients sometimes

refer you.

However, this book aims to help you to at least double your

revenues and build a system that sustainably provides a
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growing income stream. The key to achieving these objectives
is increasing the number of referrals and eventually

converting your new leads into ambassadors.

We've covered the fact that there is a distinction between 1)
advocacy, 2) promotion, and 3) referral. What is that

difference?

Advocacy

If you've set up your pyramid well, then you'll have clients
who are satisfied with your service and the whole value

journey.

Please keep in mind that satisfied clients will NOT actively
promote your brand. They will say nice things about you if
you ask them to. However, they will not be pro- active in
promoting your brand. This phase where ‘satisfied” clients

reside is referred to as “advocacy.”

In the “advocacy” phase, you can gather feedback from your
clients to improve your services while also getting positive
reviews and testimonials. Some clients will agree to provide

reviews and testimonials if you ask them. You can use these
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on your web- site or social media platforms as social proof of

the quality of your service.

Remember, though, the only way to get reviews and
testimonials is to ask your clients to provide them. If they

agree, follow up.

In the advocacy phase, you need to make things easy and
convenient for your clients. Complexity and time-consuming
requirements will reduce your chances of getting what you

need.

Your customers aren’t quite ready to go out of their way to
help you at this stage. When you combine that with the fact
that most of us avoid anything that is even mildly
inconvenient, if you make it too difficult for them, they’ll

agree to do it but will never follow through.

It's not because these clients are being “mean” or purposely
unhelpful. It's just that helping you is not a priority for them,

especially if they aren’t getting any- thing out of it.

One approach is to ensure you have a straightforward system

in place for people to leave reviews. Think of sites like
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Amazon. All people have to do is click a button, and they can
leave their review. I use a fun gamified experience I can send
via WhatsApp and have them leave their review in a playful

way.

You don’t necessarily need to publish all the reviews you
receive. However, it’s an excellent way to build a collection of

testimonials you can use across your platforms.

Another strategy you can use is to write the testimonial
yourself. After obtaining your client’s permission, ask their
opinion of your coaching and what their experience was like.
Then, using this information, write a testimonial, and send it
to them to obtain approval. This makes things even easier

because they don’t actually have to do any work themselves.

You might also consider offering them something in exchange
for their testimonial. I send them a TopMind Branded

Sportsbag or other merchandise.

Promotion

Making your clients successful is the new marketing! To get

someone to actively promote you, the client needs to be more
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than “just” satisfied with you and/or your service. They need
to be measurably more successful than they were before they
worked with you. That's the ONLY way your client will
become a true ambassador who actively promotes you
without being asked to. Forget making your clients satis- fied

or happy; make them successful instead.

It’s like someone going to a health coach and losing 50 pounds.
Don’t you think people will ask them how they managed to
do it? Do you think they’re going to refuse to tell other peo-
ple? Of course not. They’ll want to tell everyone about the
great health coach who helped them achieve their goals

because they want other people to get the same results.

They need to have measurably and remarkably improved in
their work and/or personal life compared to before they went
through your program. They also must irrefutably attribute
this success to your coaching service. Only then will they

actively promote you, no matter what.

The way to distinguish “promoters” from “advocates” is
obvious in their behavior, but you can also determine them by

their results. As you have learned in the chapter about
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“proof,” when you have a measuring system in place, your
promoters and advo- cates will distinguish themselves

through their results and progress.

“Promoters,” or ambassadors, will talk about you anyhow
and are willing to do any- thing for you. This includes leaving
testimonials, referring you to others, and more. Yet, as we
have learned in this book, “willing” does not automatically

equal “doing.”

Referral

Ambassadors might promote you by proactively, positively,
and enthusiastically talk- ing about you. However, ideally,
you want them to take things one step further. You want them
to specifically bring you the names and contact details of new

prospects.

You also want them to do the preparatory work of Phase 1,
namely awareness, en- gagement, and subscription. This is the

last step of the circle, known as “referral.”
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If you get a growing stream of referred leads from your
ambassador, you automatical- ly fill the pipeline, and the

value loop (circle) reinforces itself.

You can actually find ambassadors who can generate referrals

from two sources:

1. Ambassadors who are successful clients and have

bought/experienced your service.

2. Ambassadors from your social circle who have not

experienced your service.
Both are excellent sources for you to activate and leverage.

For years, I used to passively wait for my ambassadors to
come up with new prospec- tive clients. Every now and then,

I’d receive a contact name, or I’d be contacted if I waited for it.

In the past few years, though, I've learned that proactively
asking your promoters to come up with new leads is far more

effective.

These days, everyone is busy and easily distracted. Your fans

are enthusiastic and talk about you. They're also very willing
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to provide you with names of new leads. Howev- er, they have

their own things to deal with.

So, you need to actively ask for them to do it. Make you follow

up and reward them when they fulfilled their promise.

You might be concerned because you don’t want to seem
pushy. Just remember that you are talking to people who are
more than WILLING to doit. They just need a gentle reminder

and to be asked for it.

After all, everyone has so many things to deal with that it's not
surprising it would slip their mind, especially if they don’t
even know you want referrals. They might reasonably assume
that you don’t even need referrals. Unless you ask them for

what you want, they don’t know you want it.

The worst that can happen is that they’ll say “no.” However,
by this point, your rela- tionship with them should be strong
enough that a “no” will not negatively impact it. Just

remember, nothing ventured, nothing gained.

Keep in mind that your goal is to provide other people with

the assistance they need to improve their personal and work
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lives. You are in the best position to help them take their lives
to a whole new level, which means that you would be doing
everyone you could help a disservice by NOT encouraging

your ambassadors.

Asking and following up with your ambassadors is a crucial

element of building a prosperous coaching business.

I have a simple process that I use:

1. DETERMINE WHO YOUR AMBASSADORS ARE

This part is simple because you don’t have to ask anyone
anything. All your clients who have achieved measurable
success will be your promoters. Identifying them is easy if you

use the following criteria:

a. Clients who have filled out the daily question list at
least 80% of the time and exhibit progress with a

track record of at least a few months.

b. Clients who score higher than +1 on a seven-point
scale ranging from -3 to +3 on the progress review

conducted among at least 15 stakeholders.

307



Poor Coach To Rich Coach
2. ASK THEM

During a coaching session, I will ask an ambassador if they
know someone in their neighborhood whom they believe

deserves to develop the same way they did.

Sometimes, they’ll come up with a name right away. If they
do, ask them if they want to introduce you. Often, the
response will be that they’ll think about it. Don’t drop the ball
at this stage, though. After a few week, you need to follow up
with them because, as I said earlier, people have their own

things to deal with.

3. GIVE

Give them something of value that they can share with their
network. I often offer our 30-day TopMind® Challenge as a
giveaway. I usually charge for this program, but I offer it to

my ambassadors so they can give it away as a freebie.

As previously mentioned, I've also built an online WhatsApp
tool that makes it easy to share among their network. To see
what this looks like, check out

www.poorcoachrichcoach.com/tools.
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4. GET TESTIMONIALS

Most of the ambassadors will be willing to share their
experience working with you with their network as well. I
provide them with options here too. They can do it in writing,

audio, or video.

5. REWARD THEM

I'send a small present with a handwritten note to all my clients
who bring me new leads and/or provide a testimonial. People
love to feel appreciated, and it will encour- age them even

more to take action and promote you.

HOW TO TURN THESE NEW PROSPECTS INTO
AMBASSADORS

We've handled the first step, which is to stimulate your
promoters to bring you leads. Now, it’s time to optimize the
final promotional step. So, how do you convert new leads into

ambassadors as well?

In the previous chapter, we defined the three stages of the

value circle (see visual):
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1. Attract leads — the first level (aware, engage and

subscribe)

2. Generate customers — the second level (convert, excite

and ascend)

3. Build your brand - the third level (advocate, promote

and referral)

These three levels each contain three distinct phases, as the

figure shows. The model is based on the work of Digital

Marketer’s Ryan Deiss.
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Level 1: Attract

The first level is all about drawing your prospects in. You'll
have to build awareness, engage your prospects, and get them
to commit to a small degree by providing their contact

information.

1. AWARENESS

Generating prospects starts with increasing awareness of your
brand in your target group. Strangers need to discover you
exist and find out what you can offer them. You can do this
through social media, advertising, live sessions on YouTube

and Facebook, and more.

As previously explained, I don’t recommend you do this
unless your business is fully mature. For a coaching company
with a well-developed value system as previously described,

this is done by your raving fans, i.e., promoters.

2. ENGAGEMENT

The second phase is engagement. The stranger, who is no

longer a stranger, needs to gain interest in what you do. You
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need to start a conversation with them so that they engage

with you and your brand.

It's either that they ask questions by email, they check your
website, they visit your LinkedIn page or other social
platforms, read your blog, and so on. For a good coaching
practice, this stage should also primarily be taken care of by

your success- ful clients.

3. SUBSCRIPTION

This level’s final step is to offer something that they perceive
as valuable in exchange for their contact information. This will
allow you to start a two-way conversation, hopefully leading

to subscription.

This “freebie” is often referred to as a lead generator. You offer
your prospects an e-book, report, or another download, and,

in exchange, they give you their name and email.

If the coaching value circle works well, this entire first level
will be handled by your am- bassadors, i.e., promoters, who

refer you to others.
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Level 2: Generate Customers

Once you have their contact information, it’s time to transform
them from engaged pros- pects into customers. As we

discussed earlier, though, it's important not to rush things.

First, you need to convert prospects into ‘trial’ customers
making a small commitment first. Then, you need to excite
them. You have to make them so eager for your offer that they
simply cannot say no. The final stage of this level requires you

to cement and continue building the relationship.

1. CONVERSION

Conversion is the most critical step in the journey.
Unfortunately, coaches tend to skip this step because they try
to sell their full-fledged coaching offer right off the bat. Don’t

rush it.

This level involves turning leads into customers. The first step
is to convert the leads who have left their contact details, into
trial clients. You'll do this by getting them to make a small

commitment.
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The commitment in question can be monetary, but also in time
or effort, such as participating in a low-priced or free

workshop, a multi-day challenge, and so on.

For the one-on-one executive coaching program I offer,
namely my Gold package, I provide a free one-on-one
introduction session where I learn about the client’s

background, needs, goals, and challenges.

In this session, I'll finish with a short but powerful pitch and
invite them to return for a free interactive TopMind training

session one or two weeks later.

This is the actual conversion. When you manage to pull it off,
nine out of ten clients will be “converted” and participate in

the follow-up.

2. EXCITEMENT

Now that your leads have become trial clients, it's time to
introduce them to your coaching work. The goal in this stage
is for you to “excite” the new client until, at the end of the

experience, they will want more.
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It’s the courting phase when you need to show your absolute
best to the client. You must create trust and deliver beyond
what the client expects and at a ridiculously low price point,

or even completely for free.

In consumer markets with retail products such as food or
cosmetics, they call this strategy “sampling.” Giving away a
(mini) product for free is designed to provide the customer
with such a fantastic experience that they will buy the product

as soon as they’ve run out.

In this phase, you first need to figure out what the deciding
‘ah-ha’ factors and moments are for your clients that turn your
coaching service from something that’s “interesting and nice
to do” to something that is “I need this, and I need it right

7”7

now.

At TopMind, one of the “ah-ha” moments for my clients is
when they realize that there is a difference between “knowing
how” to do something and “showing how” to do something,
namely the behavior. Marshall Goldsmith refers to this as
turning your “know-how” of leadership into the “show-how”

of leadership.
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They realize that if they want to achieve certain things in their
lives, they must start practicing the behavior that produces

these results.

Then they realize that they lack the self-discipline to sustain
the practice on their own. So, my clients need structure and a

support system in place to help them do it.

It's more effective to invest three minutes a day on one thing
during their own time and in their own environment than it is
to whisk them away for six days to a five-star hotel for a
leadership course, after which they come back with a list of 15
things they want to change in their life. That's why I
incorporate our daily follow-up tracker app in the 30-day trial
to let them work on a few things they really want to improve.
The experience of this daily tracking list and the positive effect

it has after a while is our “ah-ha” moment for clients.

What is your ah-ha moment? You need to fully understand
(and I'm sure you do) the most significant challenges and
problems of your dream clients that often cause pain and then
find a mind-opening solution for them. I encourage you to

think about what the decision (ah-ha) moments are for your
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clients that take your coaching service from “nice to do” to “I

must do this.”

As a coach, you can certainly remember when you’ve been at
an introductory meeting with a new client and suddenly saw
a spark in their eyes. The spark that marks the moment they
decided that they must work with you. What was happening
at that moment? What were you discussing? What was it

about?

Once you know what these ah-ha moments are, you need to
incorporate what sparked them into a low-priced offer, a free
trial, or a demonstration so that new prospective clients can

experience it themselves.

As previously mentioned, you can incorporate this “excite”
moment into an experi- ence to offer trial clients in various

ways.

What I do for my flagship program, which is the silver
program, is excite freshly con- verted clients by having them
participate in a 30-day challenge during which clients get to

experience even more elements of my coaching and training.
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This is an online training program combined with four Zoom
sessions, along with the daily TopMind tracker. In the last live
session, I offer the clients access to our Bronze or Silver

program.

When done successfully, the majority will want to continue

working with you and sign up for a coaching program.

3. ASCENSION

At this level, you start to bond by adding even more value to
each step of your interactions as you ‘ascend.” As explained in
the previous chapter, you can get closer to your coaching
clients by getting them to participate in a daily follow-up habit

and providing them with feedback on their progress.

This increases their loyalty to you. Eighty percent of the clients
in my programs extend their time with me. I don’t believe it’s
because of my coaching, but mainly because they have built
up a habit in their daily follow-up and because of the reward

they experience from the progress they make.

The ascension phase is when you leverage this loyalty to

upsell more coaching prod- ucts that will provide your clients
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with even more value. In the “Package” chapter, you
developed three offers (packages), of which one is your core
or flagship offer. In the “Ascend” phase, you ask yourself
what your flagship offer is and how you will contin- ue

delivering value after making the first sale.

One of the biggest secrets I revealed in this book is the idea of
constant contact. If you have a daily follow-up tracker system
with which you can maintain daily contact with your clients,

the “Ascension” doesn’t stop.

Most of your clients become so accustomed to the daily habit
and the progress they make that they want to continue
working with you. This gives you the opportunity to provide
clients with more of what they want to ensure your

relationship keeps ascending.

In the Package chapter, we covered how to build a pantheon
with multiple “pil- lars” for added support instead of just the
one pillar of one-on-one coaching. You can add any pillar to
this pantheon that your clients would want and find value in,
including monthly  memberships, online training,

masterclasses (with guest speakers), planners, templates, book
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summaries, online tools, software, affiliate partners, and

more.

All these products and services you can offer can be used to
continue to provide cli- ents with additional value after you've

started your first coaching program with them.

So far, we’ve talked about how you can turn new leads into
ambassadors, and we’ve discussed how you can grow the

number of referrals those ambassadors generate.

Now, you know how to build your own 7-P, self-sufficient
revenue system that will turn strangers into ambassadors who
will turn other strangers into new prospective clients.
Remember that when you coach people, you have a job.
However, when you have a system that enables you to coach

more people and to do it better, you have a coaching business.

If you've solidly set up and optimized your 7-P pyramid,

you’ll soon be enjoying a prosperous coaching business.
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KEY TAKEAWAYS

The company that can afford to spend the most on

acquiring a new customer wins.

* For coaches, this means caring about your
customers. The more love and care you ‘spend,’
the more prospects you can convert to ‘raving

fans.’

Word-of-mouth (referral) marketing by people who
believe in your product or service and who have
experienced incredible results with it is the most potent
form of marketing. It’s also the one that most marketing

gurus use but hardly tell you about.

* It's the most effective, cheapest, and time-

efficient marketing strategy for coaches.

You'll create ambassadors to build your brand and
refer you to others if you’'ve optimized all the levels of

your Prosperity Pyramid.

When you coach people, you have a job. When you

have a 7-P system that enables you to coach more
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people and to do it better, you have a coaching

business.

Optimizing your referral strategy requires you to
increase the number of ambassadors actively referring
prospects to you and turning your new clients into

ambassadors.

* This will allow you to create an automated, self-

accelerative, revenue-generating system.

Leverage happy clients to market for you by asking and

following up with them.

* Advocacy consists of happy clients, so you can
ask them for testimonials and reviews to use on

your website or social media platforms.
Make it easy for your clients.

* Promotion means ensuring your clients are
measurably successful as this is the only way to
turn them into ambassadors who will actively
promote you without you having to ask them to

do it.

It requires you to have a measuring system in place.
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* Referral means getting your ambassadors to
bring you the contact information of new

prospects.

* Your ambassadors also do the preparatory work of

Phase 1.
* Your ambassadors can be:
* x Clients who have worked with you.

* x People from your social circle whom you

haven’t worked with.

* Turn new prospects into ambassadors by going

through Phase 1, Phase 2, and

Phase 3 of the Value Circle.

* Phase 1 is about attracting your prospects by
building awareness, engaging them, and getting
them to commit to something small. Your
ambassadors will do this if you've followed all

the steps of the coaching value circle.

* Phase 2 is about turning your prospects into

clients.
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=  Don’t rush.

=  Turn them into “trial” clients with a small commitment,
excite them so they can’t say no, then continue building

the relationship.

* Phase 3 is about turning your loyal clients into
ambassadors who will generate ‘prospects’ for

you.

7 PS? SHOULDN'T THERE BE THE EIGHTH ONE?

“WHAT IF ALL THE OBSTACLES YOU THINK ARE
HOLDING YOU BACK ARE JUST IN YOUR HEAD?”

Yes, there definitely should be an eighth “P,” and it’s the most

important one. It's the P of ‘Personal.” It's about “you!”

We've talked about getting your business in shape, but we
also need to talk about getting you, the owner, into a peak
state of fitness. That is what I do as an executive coach with
my executive coaching clients, and it's also the topic of my

other book.
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However, for now, we’ll stick to the basics. I define
“fitness,”more specifically “leadership fitness,”as I call it, as
the ability to have the mental clarity to see what is important
enough to focus on, as well as the capacity to stay focused on

what is essential amidst all the distractions.

Everything one focuses on will develop. Focus on the “right”

things, and the “right” things will develop.

In this nervous, hectic, and information-overloaded world rife
with volatile uncer- tainty complexes and ambiguity, the key
to all success lies in the ability to focus on what matters most.
It can be your health, your happiness, your relationships, or,

as we talked about in this book, the health of your business.

At first, please pick only one or two “right” things to focus on
and maintain your focus on those things until the results start
to manifest. We will help you determine these priorities in the

next section (part 3).

The fewer things you have on your plate, the easier you will
find it to succeed at what's in front of you. Want to fail less?

Do less but focus more.
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You can train this integrated mental, emotional, and physical
way of “fitness.” If you want to know how, please visit my

website at www.TopMind.com.
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FOCUS IS A MATTER OF DECIDING WHAT THINGS
YOU'RE NOT GOING TO DO.

John Carmack
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Executive Summary Part 2:
Discover The Formula That Will Help
You Level Up Your Coaching Business

O

n this section, you've learned all about the formula to help
Iyou level up your coaching business. It all begins with
tiguring out how mature your coaching business is, which will
help you determine what challenges you will face and the

available opportunities.

It will also ensure that you know what strategies to implement

to reach the next level.

The phase you are in is not a reflection of your business’s
quality because all these stages are equal. They all also present
learning opportunities. However, you must remember that
you have to keep growing because stagnation will lead to

failure.

You have also learned that you only have three ways to grow
your coaching business, namely by getting more clients,

raising your prices, or getting more return clients. To double
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your revenues, you will have to tackle all three aspects. The
good news is that if you do all three, your growth will be
geometric, which means your results will exceed each aspect’s

individual development.

To help you, I developed an essential framework of seven
“P”variables, which consists of Position, Package, Price,
Process, Proof, Pair, and Promote.This is the Prosperity

Pyramid.

“Positioning” is all about adjusting your business to meet
your “dream” client’s needs, which means you need to define

your ideal client first.

“Package” involves creating additional products and services
that provide value like masterclasses, online training,
assessments, and more. You then bundle these with your
coaching in a few distinct packages, making it easier for your
clients to decide and allowing you to manage it efficiently and
better serve more clients. It also ensures you can move away
from time-based pricing and, therefore, increase how much

you charge.
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“Price” is about moving away from time-based pricing to
value- or perfor- mance-based pricing. Instead of charging by
the hour or the session, you'll now charge a lump sum for an

entire program or employ a membership model.

“Process”involves freeing up your time to focus on your core
tasks by evaluating what activ- ities you can delegate to
someone else, like a Virtual Assistant. You will need to
determine all the tasks you currently engage in and then

outsource the ones that aren’t your forte.

“Proof ” means developing a set of metrics and a system that
will allow you to track your clients” progress. These metrics
will let you show your client and companies how effective you
are and what ROI they get from working with you. When you
start talking the same language businesses do, you'll find you

are less susceptible to economic cycles.

“Pair” is about building a powerful relationship with your
clients but slowly and mindfully ensuring success. It also
involves continuously working on the relation- ship through
regular contact, even after coaching is done. When done
correctly, you will end up with ambassadors who will

promote you.
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“Promote” is the final level of the Prosperity Pyramide. This
is where you start applying word-of-mouth marketing
through raving fans who present you fresh and ‘ready to go’
prospects. This means increasing awareness, engaging with
prospects, and getting them to subscribe. Then you will need
to convert them, so they make a micro-commitment, followed
by offering so much value they’ll be too excited to say ‘no’ to
your offer and ascending the relationship through constant

nurture.

Finally, your clients will be satisfied in the “advocacy phase”
and will laud you if you ask. Or they might already be
“Promotors” if you have helped them become succesfull
beyond their expectation. At this point, they’re raving fans.
Finally, they bring you new referrals in the “referral” stage,
which you will have to take through the Value Circle to turn

them into ambassadors too.

PROMOTE
PAIR

PROOF

PROCESS

PRICE

PACKAGE

IFP

POSITION
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PART 3

Execution Trumps Knowledge
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his part will help you prioritize and zoom in on the one
Tto maximum three things you can start doing to improve
your business. Please don’t try to do more than three things at
once. Focus is key. You can either choose to do the Business
Clarity Calculator assessment to help you choose your three
priorities or you can start with the bottom part of the pyramid

and work your way up.

STOP TALKING, START WALKING

You now know the structure, which means that mastery of the
7 Ps to double your revenues is within reach. In this section of
the book, we’ll look at which P you should master first. It’s

time for you to get to work.

I'll guide you step-by-step so you can start implementing all
you've learned. Remem- ber, without execution, the
knowledge you’'ve gained from this book will not help you. If
you want to see results, you're going to have to take action,

and that’s what this part of the book is all about.

To make things easier for you, and because one cannot deny

the power of visual reminders, you can download a visual of
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the Pyramid to Prosperity Model at

www.poorcoachrichcoach.com/tools. This will ensure that

you don’t forget the 7Ps or their importance.

Now, the key to creating real magic is to combine the
knowledge of where you cur- rently are, the Ps you should
master first, and execution. In this section of the book, I'll help
you Analyze, Plan, and Execute to ensure you create the

magical combina- tion that will start generating results.

First, you will go through an evaluation to determine what
stage of maturity your business is in. Second, you will figure

out which of the 7Ps you should focus on.

Subsequently, you will write out a one-page business plan
that includes one vision, two goals, three P-Projects, and at

least four habits to develop and make your mark.

Finally, I'll help you ensure that you actually get started and

also keep your eyes on the ball in your daily practice.

I do want to warn you about something. When you first get
started, you will not see results immediately. In the beginning,

and even after a few months or even a year, you will feel like
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you are failing. It's what happened to me with my efforts in

2015.

When the worries start cropping up, though, I urge you to stay
on course. Stick with it. Don’t worry, I'll help you if you want.
Execution requires 100% commitment and making sure you

focus on only a few things at once.

Once you see the results of your first efforts, you will feel
motivated to take the next step, and prosperity will be in
reach. The work of managing a company never ends and can
never be completely automated. Just like your physical fit-
ness, your business fitness requires nurturing, constant

training, and a consist- ent routine to maintain.

GOTTA KEEP MOVING; CAN’T STOP; STAGNATION
KILLS.

Lisa Mangum
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CHAPTER 21

Setting The Origin Point

x>

he first step on the road to prosperity is to determine
Twhere you current- ly are on the path. When you know
what stage you are in, you can better define what the right
things are for you to do at this moment to accelerate your
growth. After all, without an origin point, you have no idea
what direction you should be going in to get to your

destination.

DISCOVER THE BUSINESS CLARITY CALCULATOR

Below you will find an assessment that comprises 21
statements. Read the statement, think it over, and quickly
respond once you understand it. Your first thought is often the

most accurate.

Do this for all 21 statements. It will take you, at most, 15

minutes.
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For each of the statements below, rank yourself on a scale of 1
to 5, where 1 is not developed at all and 5 is strongly

developed.

Position

1. Thave clearly described my IDEAL client, including
their age, gender, hobbies, profession, etc., and I have
a look-alike picture printed out and placed in a visible

position to act as a reminder.

2. Iregularly decide not to work with someone who

deviates too much from my ideal client profile.

3. My IDEAL client’s definition is clear, and all my sales

and marketing efforts are focused on them.
Subtotal Position (no. of points)

Package

4. My coaching offers are clearly defined, priced, and
presented when I communi- cate with my clients and

prospects.
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My clients can choose from (at least) three different
offers with various price points, ranging from low to

high.

Besides one-on-one coaching, I also offer additional
coaching services, like online training, masterclasses,

resources, templates, e-books, etc.

Subtotal Package (no. of points)

Price

7.

My prices are NOT related to my TIME. I
predominantly charge my clients based on what gives

them VALUE instead of what I spend my time on.

When clients ask me how much I charge per hour or
session, I explain that I don’t have a unit price or an

hourly price.

My coaching programs do not have a predetermined
endpoint or a specific length, or a fixed number of

sessions.

Subtotal Price (no. of points)
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Process

10.My core business processes, such as coaching delivery,
invoicing, and sales, are named, clearly described, and
visually illustrated to organize and streamline the way

I run my business.

11.1 have a budget or scorecard for projected income,
costs, number of prospects, and so on, which I review

regularly.

12.1 delegate time-consuming or routine tasks to useful
software or (external) peo- ple who can do it better and

more cost-effectively than me.

Subtotal Process (no. of points)

Proof

13.Thave a structured way of measuring and reporting the
progress my clients achieve during a coaching

program.
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14.1 deliberately and consistently follow-up with my
clients to help them in their practice and turn intentions

into new behavior between coaching sessions.

15.1 involved my client’s colleagues, partners, or other
stakeholders in the program to provide feedback on the

client’s progress.

Subtotal Proof (no. of points)

Pair

16.1 patiently and carefully build TRUST at the beginning
of a relationship by delivering VALUE without

expecting anything in return.

17.1 have mapped out and written down the different

phases of the customer jour- ney.

18.1have a free or low-priced Trial program to make new

clients familiar with me and my services.

Subtotal Pair (no. of points)
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Promotion

19.1 have a straightforward approach to encouraging

satisfied clients to refer my services to others.

20.I have a marketing approach for each phase of the
customer journey, from a new prospect to a satisfied

client.

21.1 have a strategy to attract new clients through social
media, digital marketing, or loyal and happy clients,

etc.

Subtotal Promotion (no. of points)

Total score

Calculate your score for each category and jot them down after
each section. Add the results of each section together, and that

will give you your total.

Figure Out Your Start Point

Now that you have your total score, look below, and see the

maturity level of your business.
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0 — 42 points = Survival / Growth Phase (Newborn / Infant)
43 — 64 points = Discovery Phase (Toddler)

65 — 85 points = Augmentation Phase (Teenager)

86 — 95 points = Standardization Phase (Young Adult)

96 — 105 points = Consolidation Phase (Maturity)

TEENAGER

INFANCY

NOILYAONN!

The phase you are in will determine the overall theme of your

development:

* The first phase of a newborn is characterized by the

race for survival.

* The second phase of an infant is all about survival and

growth.
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* The third phase of a toddler is about discovering new
opportunities and alternative revenue streams.

* The fourth phase of a teenager is focused on

augmentation.

* The fifth phase of a young adult is about

standardization.
* The final phase of maturity is all about consolidation.

Below, I'll provide a brief overview of each phase and its

challenges.

SURVIVAL / GROWTH (INFANT): SCORE < 43 POINTS

If you scored as being part of this stage, then the main focus
for you at this point in time is to survive by growing your

revenues with the limited resources and clients you have.

The challenges of a coaching business in the “Growth (Infant)

Phase” are as follows:

1. You are your business, and your business is you. You

are in charge of every task. If you stop working, you
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stop earning, and nothing gets done. That makes the

model vulnerable and unstable.

2. Survival is the main challenge. Your income is
insufficient and unstable. You might require additional

sources of income to make ends meet.

3. You are “one-on-one-ing,” and your prices are time-
based, meaning that you charge per hour, per session,
or per series of sessions. This caps your revenues and

makes it challenging to scale beyond a certain point.

4. Lack of cash flow means that you cannot afford to

delegate non-core tasks to a (virtual) assistant yet.

5. Commercial activities and marketing are often low
priority because you have to deliver the service and
handle all the other tasks in your business. The result is

an inconsistent flow of new clients and revenues.

The only way you can overcome these challenges is to grow
your business so it reach- es the next stage of maturity, namely

the Discovery (Toddler) phase. You will need to determine
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which “P” and Projects you should start working on to do this.

I'll help you do this in the next chapter.

DISCOVERY (TODDLER): SCORE 43 - 64 POINTS

If your score landed you in the Discovery (Toddler) stage,
your central theme is Discovery, which means finding new
ways to do business with your clients. Search for new ways to
create recurring revenue streams to allow you to create a more

stable income.

The challenges a business in this stage of maturity faces

include:

1. The business still relies on you for all the core decisions.

2. The business is now “walking and talking” on its own,
which means you have a reasonable number of clients
and partners providing you with new clients through
word-of-mouth promotion, so you have achieved a

moderate annual income.
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. You still work one-on-one with your clients, and
because you're still managing the operation, you have

times when you're “busy.”

. You don’t have an effective management “system” in
place, which means that you mainly employ “crisis

management” to keep your business going.

. You need to build your team, but your unstable cash
flow makes it risky for you to hire a Virtual Assistant

or other staff.

. Commercial and marketing activities are still at the
bottom of the priority list because you continue to do
most of the tasks yourself. This means that you still
have an inconsistent flow of new clients and revenues,

even if it’s not as bad as the previous stage.

The only way you can overcome these challenges is to build

and take your business into the next phase, namely

augmentation (Teenager). Again, to do this, you need to

determine which “P” and Projects you should start working

on, which we’ll cover in the next section.
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AUGMENTATION (TEENAGER): SCORE 65 - 85 POINTS

At this stage, your primary focus should be on the
AUGMENTATION of your clients and resources. You need to
make the business less dependent on you, and you must scale

your services.

The challenges of the augmentation (Teenager) phase are as

follows:

1. Your business is mature enough to make a reasonable

and stable income.

2. Your business still depends on you too much, which
means you're often too busy with various tasks. You,
therefore, lack sufficient focus on the activities that add
the most value in this phase, namely effective
marketing and management. The crises you attempt to
manage are frequently the results of your “crisis

manage- ment” approach.

3. You're a teenager, which means you are over-
confident. You look before you leap, and this

impatience means that trouble is imminent.
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4. You need to switch your awareness from the coaching
service to more entrepre- neurial tasks like marketing
and management. For many coaches (i.e. specialists),

this can cause resistance.

5. You startbuilding your team, but because of your sense
of ownership and the necessary change of management
style, it causes problems in the relationships and

communication with your team members.

The only way you can overcome these challenges is to work
on your business and advance to the next level, namely the
Standardization (Young Adult). As before, this means know-
ing what Ps and Projects you must work on, which we’ll cover

in the next section.

STANDARDIZATION (YOUNG ADULT): SCORE 86 — 95
POINTS

If your results place you in this stage of maturity, your main
theme is now STAND- ARDIZATION. You standardize all
your business processes and track the progress of your

commercial activities.
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The challenges of the Standardization (Young Adult) phase

are as follows:

1. You are beginning to anticipate the future by making
more committed choices and limiting what you are

focusing on.

2. You need to really focus on systems that will shape
your life as a coach and your business. Decide what you
should NOT do. This will create inner conflict because,

until now, you've said “yes” to everything.

3. As the founder, you will experience psychological
difficulties because things will now progress in a more
controlled and measured mode. If you choose to
continue dominating all the organization’s choices and
decisions, you risk your business sliding back into the

teenager phase.

Yes, you guessed it, the only way to overcome these problems
is to move on to the maximization zone, which is the

Consolidation (Maturity) phase.
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CONSOLIDATION (MATURITY): SCORE 96 — 105 POINTS

This is the zone of maximization where you will reap the

rewards of a long journey filled with hard work.

Your business is not run by you anymore, but by a
management team, so you will be able to focus on those
limited things that you enjoy doing. You will have a fulfilling
life, and you’ll be in the position to step away partly or

completely away from the business and/or sell it.

I advise you to fill out the Business Clarity Calculator every
six months to review your progress. This will provide you
with a snapshot of what stage of maturity your business is in

at various points.

It will serve as a good reminder and motivation for you to
keep going. After all, in life, you naturally move through the

different stages of the cycle.

Just like you don’t rush through life, you shouldn’t rush your
business through the different phases of the cycle, either.

Every stage is a valuable learning experience.
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However, make sure you don’t come to a complete standstill

because stagnation kills.

DETERMINING YOUR FIRST P TOWARDS
PROSPERITY

Now that you know the main theme and challenges of the
stage your business is in, it’s time to look at the specific results

for each category and what P you should focus on first.

Look at the circle below, which we call the Prosperity Wheel.
It's divided into different sections that correspond to the
typical areas of the 7P business framework: Position, Process,

Package, Price, Proof, Pair, Promotion.

7. PROMOTE 15 1. POSITION

6. PAIR 2. PROCESS

5.PROOF 3. PACKAGE

4. PRICE
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The middle of the circle corresponds to “0,” and the outside
ring represents “15” (points). Now, plot your position based
on the subtotals you calculated in your evaluation above on a

scale of 0 to 15 points.

The P you need to work on first is the one that is least
developed. So, look at your circle and see which one is closest
to zero. If you have multiple Ps that are close or equal in score,
start with the more critical ones, namely the ones closer to the
base of the pyramid. The Ps at the bottom of the pyramid
always come first because they create the foundation for the

others.

You know what stage of maturity your business is in, what
your challenges are, and have figured out which P you need
to work on. Now, go back to the chapter of the P in question
and reread it. Take notes but then set the chapter aside as we’ll

come back to it a little later.

KEY TAKEAWAYS

* Fill out the Business Clarity Calculator and work out

your total score.
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* Discover what stage of maturity your business is in

based on your results.

The phase you are in will help you determine
what projects you should employ to move

forward.

* Each stage has its own challenges:

Survival (Newborn and Infant) — you're focused

on survival.

You're doing everything, and if you stop

working, you stop earning.

Your income is insufficient and unstable.

Your revenue is capped due to your work and
pricing strategies.

Your cash flow is poor, so you cannot hire a VA
to help you with non-core tasks.

Marketing and sales are low priority.

Revenues and new client acquisition are

inconsistent.
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* Discovery (Toddler) — you're finding new ways to do

business with your clients.

You still make all the core decisions, but you
have a reasonable number of clients, you're
getting new clients, and your annual income has

progressed to moderate.

You continue to work one-on-one with clients

but also have a lot of “busy” work.
You work mainly by “crisis management.”

Your unstable cash flow makes it risky to hire

people to build a team.

Marketing and sales are still at the bottom of the

list.

* Augmentation (Teenager) — your focus is on the

augmentation of your clients and resources.

Your income is reasonable and stable.

The business continues to be too dependent on
you, so you don’t have enough time to focus on

effective marketing and management.
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* You're impatient, which could lead to trouble.

* You must focus more on marketing and

management.

* You might run into relationship and

communication challenges with team members.

Standardization (Young Adult) — you're focused on

standardizing processes.

=  You make more committed choices and limit the

things you focus on.

* You focus on what will improve your life and

business.

* You avoid dominating all decisions, so your

business will not regress.

Consolidation (Maturity) — this stage is when you reap

the rewards.
* A management team runs your business.
*  You can focus more on what you enjoy doing.

* You can step away from the business and/or sell

it.
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Overcome the challenges of each phase by growing and

moving your business to the next stage.

The first P to work on is where you have minimal

development based on the Prosperity wheel.
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CHAPTER 22

Fail To Plan, Plan To Fail

x>

t's time to come up with a concrete development plan. I'm
Inot very fond of business plans and strategy.They tend to
be more of a mental exercise than a hands-on, practical “what-
do-I-do-right-now” plan. These types of plans are better

suited to consultants.

I far prefer the “how-do-I-turn-this-into-value-right-now”
types of plans. I also like them to be about one page instead of
an extensive study or report that would take days to go

through.

Now, this is a crucial aspect to remember. Your plan is not set
in stone. In fact, far from it. The plan will change and adjust as
you progress. However, you need some- thing simple right
now to give direction and clarity and to tell you precisely what

you need to do at this very moment.
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INTRODUCING THE ONE-PAGE BUSINESS FITNESS
TEMPLATE

The tool we’ll use to do this is the One-Page Business Fitness
Template. I learned this approach while working for my first
employer, Procter & Gamble. They call it the OGSM, which
means Objectives, Goals, Strategy, and Measures, but can
more simply be described as a business plan on one sheet of

A4 paper.

I adapted P&G’s OGSM idea to a template that works for
coaching businesses. I call it the VGPH, which stands for
Vision, Goals, Projects, and Habits. You can down- load a copy
from www .poorcoachrichcoach.com/tools. The other option is
to grab a blank sheet of paper and divide it into four

quadrants.

As you can see, each quadrant represents a different
dimension. The boxes” upper left cor- ner features the title of
the dimension, namely 1) Vision, 2) Goals, 3) Projects, 4)

Habits.

358



Anne-Johan Willemsen

Business Fitness Plan

@ Vision @ Goals Start Target
3 Dotades what {3 Years what
@ Projects @ Habits Start Target

The bottom left corner mentions the timeframe, namely three

decades, three years, three months, and three weeks.

The bottom right bottom corner explains WHAT you want to

achieve or HOW you want to achieve something.

Create Your Long-Term Vision

We're going to start in the top left quadrant, namely with

VISION. This means that we're starting with a long-term

vision of your business.

The “WHAT” represents the specific objectives you want to

achieve. You don’t have to think about the HOW or any other

practical issues at this point.
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The timeframe of three decades represents a rough “deadline”
for what you want to achieve, while qualitative means that
you can put it into words and ideas and doesn’t yet need to be

quantifiable.

Imagine you're a fortune teller, and you're looking into your
crystal ball. You can see clearly far into the future. Imagine
yourself at the end of your career, and you have a clear view

of the entire journey you have followed.

Imagine that your coaching company is still helping people.

Where do you want

1 VISION

q(@)}n

3 Decades what
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Your business to be in three decades from now? Look to the
far horizon, even beyond the point where you own the
business yourself. What have you achieved when you look
back at your career? What do you want your business to

accom- plish in three decades?

What's the purpose? How do you want things to be different

for the people you serve?

Write it all down in the top left quadrant. Write without
thinking too hard about it. Every idea that pops into your
mind, put it down. It can be simple points, sketches, rough

concepts. It doesn’t matter. Write it all down.

How do you want your clients and the world around you to

be different?

Don’t be too strict with the timeframe. I use three decades just

to have a long enough horizon to help you dream BIG.

So, keep it all conceptual and draw a high-level vision for
yourself. Don’t get too detailed on hard facts, like revenues,

clients, or numbers.
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How would you have liked your income to be different? What
about your products and programs? Did you continue to
coach one-on-one, or did you change from one to many?
How? Are you far more leveraged? How would you want

your reputation in the marketplace to be established?

How do you want to be known by your clients, in the industry,
by coaching col- leagues? What do your weeks look like? Are

they free, or are they filled to the brim?

How do you want your calendar to have changed after a few
years? If you zoom out and look at a full-year view of your

calendar, what would it look like?

Did you have the holidays blocked out? How many and with
whom? Did you have a lot of free days, or was it all work with

no escape?
Where do you live? Sunny, cold, or changing locations?

What hobbies do you spend time on? How much? Where do
you want to be? Whom do you want to have with you? Did

you have a virtual assistant or a virtual team freeing you up?
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You're doing great. Let’s take a little break and check in on

your experience.

Take a look at the list you’'ve created in the top left quadrant —
your three-dec- ade vision. How does it feel? Is it good? We're
on the right track. If you achieved everything there, your

world would be amazing, right?

Do yourself a favor and write down how it would FEEL.
Concentrate on how your body feels, not so much your
thoughts. Write down three words to describe how you’d feel.
It would be life-changing, motivating, freeing, unbelievable.
Peaceful, fantastic, relieved, fun. Good. We know we’re on the

right track.

How to Set Effective Goals

Right now, we're going to be talking about goals. Before
getting into the details of how to fill out your business plan, I
think it’s important to briefly discuss the idea of SMART
goals. Besides issues with self-discipline, many people fail to

achieve their goals because they do not define them properly.
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SMART is a mnemonic designed to help you remember the
tive traits of effective goals. Thus, they must be Specific,

Measurable, Achievable, Relevant, and Time-based.

Specific

You have been explorative in the “Vision” section. Now it is
time to create focus and get specific; otherwise you will get
easily distracted on your way towards achieving your goals.

Focus on one or two specific aspects of your outlined vision.
A specific goal could be, “I want to have a stable six figure

income” or “I want to live and work on a tropical island.”

Measurable

Making sure your goals are measurable allows you to track
their progress. As we’ve discussed, progress acts like a

reward, which is why it’s so vital.

Instead of “I want to make more money,” a better goal would

be “I want to achieve a monthly recurring revenue of €10,000.”
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Achievable

To succeed, you need to make sure that your goal is
achievable. This doesn’t mean you cannot dream big; it merely

means that you need to apply a little realism too.

For example, “I want to become the number 1 executive coach
in the world in three years” might not be achievable. There’s
nothing wrong with dreaming (like we have done so in the
previous ‘vision’ step) of becoming the best in your field, but
if you're just starting out, fulfilling this goal in three years is
not achievable, and it wouldn’t be long before you felt

uninspired.

Relevant

Relevance refers to ensuring that your goal is important to you
and aligns with your long-term vision. Let’s return to the goal
of getting your coaching business to the point where you're
making recurring revenues of €10,000 per month. If this is
your primary goal, it will require time and effort on your part.
Do you feel the “fire in your belly’ to put the effort in to achieve

this?
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So, if you were to set another goal to become a marketing
expert, for example, you need to ask yourself if this goal aligns
with what you want to achieve and your just-drafted vision,

and if it's something you really want.

Time-based

Every goal you create has to have a deadline. If you don’t have
an endpoint, it will make tracking your progress more
difficult. A set date also ensures that you create a sense of
urgency. It will be less likely that you will allow less critical
tasks to take over and stop you from fulfilling your most

important goals.

For example, if you set your goal to achieve a recurring
revenue of €10,000 without a date, you'll tell yourself that you
still have time to achieve it every time something “urgent”
comes up. However, if you know you only have six months to
achieve this goal, you'll throw all your effort into it and ignore

those tasks that seem urgent but are actually unimportant.
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Set Your Two for Three Years Goals

Let’s now look at the top right quadrant. We’ve developed our
three-decade vision, so now let’s dial it back to only three

years in the future.

Q

1 VISION 2 GOALS

(@) @

3 Decades what 3 Years what

We're going to think about our goals for three years from now.
e.So, it’s time for you to do a little brainstorming. Write down
a list of possible prac- tical results that will become a reality if

you fulfill your long-term vision.

You can go wild at this point. Write down as many practical
results as you possibly can. Here are a few questions to help

you along.
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* How do you want the number of hours you coach to be
different?
*  What is your level of monthly income?
* What about your products and programs?

* What do your weeks look like? Are they free, or are

they full of work?

* Do you have a team of Virtual Assistants and external

supporters? How many people are on your team?

*  Where do you spend your time working and enjoying

life?

From this list, choose two goals that would be the best
indicators of how far along you are to completing your long-
term vision. Each one needs to be very specific and

measurable.
The question you need to answer is: How much and by when?

We've already decided the when. It's three years from now.

So, you have to deter- mine how much.

You want to look at your list in three years and check each

box. “Did I achieve it, or didn’t I?”
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In the little columns at the right in the top-right quadrant,
write down where you are right now and where you think
you'd need to be on your growth curve in three years (Start
and Target). Where would you need to be in three years to be

completely aligned with your long-term vision?

Look again at everything you wrote down in the top left
quadrant, then write down the three-year version of it in the

top right one.

Define Your Three for Three Months Projects

Now we’re going to move to the bottom left quadrant. We're
no longer thinking about our vision for the next three decades
or our goals for the next three years. Our new timeframe is
three months (90 days). We're no longer thinking vision or
goals — now, we're thinking HOW we are going to achieve

these goals, starting by executing three projects.
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1 VISION 2 GOALS
@ @
3 PROJECTS
K~
X202
\J how

Answer the following question: “If these are the goals I want
to have achieved in three years, what three projects do I need

to complete in the coming three months to stay on track?”

Remember, the projects we're choosing to work on at this

point will help keep us on track for our three-year goals.

The best way to choose these projects is to go back to your
assessment and look at the P you should be focusing on. Pick
three projects that are part of this particular P that will help
bring you a significant step closer to achieving your three-year

goals over the next three months.
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So, what three projects will move you closer to achieving your
three-year goals? What are the three projects you need to
complete in the next 90 days? Write those down in the bottom

left quadrant.

Develop Your Four Habits in the Coming Three Weeks

“SUCCESS IS NOTHING MORE THAN A FEW DISCIPLINES
PRACTICED EVERY DAY.”

Jim Rohn

We've reached the final step. This is important, so make sure
to pay close attention. Everything we’ve done so far is to
prepare you for this final step. It's the ultimate and most

critical step of the entire book.

We've reached the final step. This is important, so make sure
to pay close attention. Everything we’ve done so far is to
prepare you for this final step. It's the ultimate and most

critical step of the entire book.
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1 VISION 2 GOALS
L @]
3 PROJECTS 4 HABITS

3 Months how 3 Weeks how

You remember what we said. You can only grow your
coaching business if you do the RIGHT things at the RIGHT

time.

So far, in this book, we’ve helped to define what the right
things for you to do are. We also know now what the right
timing is for these things, and that’s right NOW. So, most

people would say that’s enough. Now the results will roll in.

But why do up to 90% of our intentions to change fail? Simply
because we don’t DO them! More specifically, we don’t define

and execute the behavior needed to lead to the desired results.

372



Anne-Johan Willemsen

“IF YOU WANT TO CHANGE SOMETHING, YOU WILL
FIRST HAVE TO CLEARLY DEFINE AND EXECUTE THE
BEHAVIOR THAT YOU WANT TO SEE. THAT IS THE
MOST IMPORTANT STEP IN THE WHOLE PROCESS. AND
IT'S AMAZING HOW MANY PEOPLE NEVER THINK
ABOUTIT...”

Icek Ajzen

Behavior encompasses everything that we do, namely visible
actions and reactions to the environment, the surrounding
world of stimuli. Or, more practically explained: behavior is

everything we can physically demonstrate and imitate.

If you don’t clearly define it and do it, the whole exercise will

come to a complete stop.

But what makes it so hard to define that behavior and then

start doing it? The two main reasons are:

1. We are slaves to our existing habits

Our unplanned, automated subconscious behavior is much
stronger than our planned, conscious behavior. Basically, we

are automated, habitualized creatures. And if you think that
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makes us sound a little like robots — well, you wouldn’t be far

off from the truth.

Almost everything we do in our lives is based on habitualized
behavioral patterns that are basically “programmed” into us.
Everything from the way we walk and talk to the way we

move and act towards others.

Most of us still have teeth at the end of our lives because we’ve
learned to brush our teeth twice a day. This is a habit we’ve
formed that takes place at a particular time, in a certain area,

and includes a specific sequence of acts.

2. Pain is stronger than pleasure

Avoiding “pain” or anything that doesn’t feel comfortable is a
much stronger incentive than moving towards something that
feels good and creates pleasure. Changing our behavior feels
difficult and uncomfortable, even if we know we are moving
towards a new behavior that will bring us pleasure in the

future.
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Unfortunately, short-term pain and the need to avoid it
overrules the concept of future long-term pleasure. This is

what keeps us stuck.

Our habitualized behavior causes us to do and continue doing
what we are used to doing. When combining that with the fact
that short-term pain in the now is strong- er than pleasure in

the future, you can see why it’s so difficult to change.

However, if we keep doing the same things we always do,
we’ll continue to get the same things we’ve always gotten. If

we’re lucky.

So, if we really want to improve the state of our business, we

need to prepare and overcome these two challenges.

We need to develop new and effective HABITS that last and
ensure that the process feels rewarding. You will need to
adopt three tactics to develop these habits, namely REMIND,
REPEAT, REWARD.

1. REMIND yourself what behavior you want to develop

2. REPEAT that behavior frequently

375



Poor Coach To Rich Coach

3. REWARD yourself if you succeed

According to research by the University College London, if
you employ these tactics wisely, the average modeled time to
form a habit is 66 days, but it can range from 18 to 254 days or
roughly three weeks to nine months. The more complicated

the behavior, the longer it will take to instill it as a habit.

So, here’s what we need to do. We've talked about three
decades, three years, and three months. We’ve talked about

visions, goals, and projects.

Our new timeframe is three weeks, and now, we're talking
about the specific habits you need to develop within the next

three weeks to move your projects forward.

You can have excellent plans, great intentions, and clear goals.
If you don’t instill the habits that will consistently drive you
toward working on these projects, the process will come to a

standstill, and you'll never get any results.

To achieve your vision for your business and your goals, you
have to implement the three projects. To do so, you will need

to develop at least four different effec- tive habits.
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Success is nothing more than a collection of effective habits
compounding into posi- tive results for your health,

relationships, and professional business success.

What habits do you need to develop to realize your vision and

goals and execute the defined projects?

You need to ask yourself what these habits are and consider
what habits are currently holding you back. I also advise you
that you chose a really easy habit that you can start on right
away. It has to be something extremely easy that propels you

forward.

When you create an account on TrackingCoach.com, you’ll
have the support and structure to form these habits. You have
access to our app that will keep you accountable for the habits
you want to develop that will provide you the rewards over

time.

There are four types of questions you can ask yourself (and

your clients):

* Yes/No questions — Did I do x, y, or z?
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Quality questions — “What was the quality / to what
extend did I...? (Answer: 1 Poor to 7 Extremely well)

Quantity question: How many...quantity did I do?

(Answer: quantity)

Open question: Describe an example of... (Answer:

verbatim)

To turn the behaviors into habits you need to succeed in

business, make a list of four questions you will ask yourself

every day. Add to these questions the value of your current

average start score and your desired target.

Here are some examples of habits/questions you can start

with:

Did I work on project X today? (Start: once per week;

Goal: four times per week)

How many new leads have I contacted today? (Start:

two per week; Goal: seven per week).

How focused was I today? (Start: four (average); Goal:
six (good)).

Did I work a minimum of x minutes on project x?
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* How many prospective clients did I have a meaningful

conversation with?
* Did I prepare this morning for my day?

* What was the quality of my conversation with my

Virtual Assistant?

So, create your list of questions and make sure you answer
them every day. Track your progress and, after three weeks,
once it's become a habit that you do automatically (like
brushing your teeth), replace it with a new behavior you want

to turn into a habit.

Developing your four habits will help you stay on track with
your three-month projects. If you complete these projects,
you’ll be on track with your three-year goals. If you achieve
your three-year goals, you'll be on track to fulfill your three-

decade vision.

So, focus on developing your four habits for the upcoming
three weeks, and the rest will take care of itself. The only thing
you need to do is to start every day anew, remind yourself

what you want to do and why, and, in time, you'll be able to
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see the progress you're making. Your daily reminders will
serve as the repetition needed to form a habit, while the

progress you can see will act as your reward.

You can choose to do it on your own, using a spreadsheet and
setting reminders for yourself. Conversely, we can help you

by providing you with our daily question tracker app.

Over the years, I've discovered that the most successful people

7

delegate the necessary “self-discipline.” We never have
enough self-discipline, no matter how dedicated and
determined we are. Successful people understand this fact and
don’t rely solely on themselves when they want to achieve
something. They wisely utilize external resources to ensure

they can fulfill their goals. Or, as Marshall Goldsmith puts it,
“I need help. And that’s OK!”

That’s why you find that the stars in sports, the arts, music, or
business tend to turn to a tool or a person to help them achieve
their goals. It's just more effective, which is why you’ll find
that if you delegate your own “self-discipline,” it will work

better to help you build a thriving business.
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I want you to REALLY get going. Everything we’ve done so
far is still comprised only of intentions. It's not enough to keep
you moving forward over time. When you're done reading the
book, setting your goals, and laying out your plans, it’s all
done. If you don’t follow up consistently, the process will
stop. Creating the habits as we have discussed in this last

chapter will allow you to reach the pinnacle of success.

Making plans gets you started. Habits will keep you going. So,
create an account on TrackingCoach.com to provide yourself
with the support and structure you need to get you started

and guide you to success.

KEY TAKEAWAYS
* Use the one-page business fitness plan or the VGPH to
plan the future of your business.

* Contains four quadrants — 1) Vision, 2) Goals, 3)

Projects, and 4) Habits.

» Start with a VISION of what your life and business will

look like in three decades.
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* Really get into it and visualize every aspect, then jot it
down.

* Focus on how your body feels. When this vision of your

future makes you feel amazing, then you’ve got it right.

» Setting effective goals means making them SMART,

namely Specific, Measurable,

Achievable, Relevant, and Time-based.

* Set two GOALS you’ll achieve within the next three

years.

* Create a list of all the practical results you want

to have achieved in three years (go wild).

* Pick two goals that are specific, measurable, and
indicate how much closer you're moving to

achieve your long-term goal.

* Decide what three PROJECTS you will complete in the
next three months to ensure you are on track to achieve

your goals and long-term vision.
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* Choose these projects based on the P you need
to be working as described in the previous

chapter.

* Develop four HABITS within the next three weeks to
support your journey to achieving your goals and long-

term vision.

* Most people fail with their intentions because

they don’t do them.

* Develop new and effective habits by utilizing

the REMIND, REPEAT, and

REWARD system.

Remind yourself of the behavior you want to instill.
* Repeat the behavior regularly.
* Reward yourself for success.

* Achieve your vision for your life and business by
accomplishing your goals, which requires you to
implement your three projects and develop at least four

different effective habits.
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Turn a behavior into a habit by asking yourself a couple
of questions every day related to your progress.

Successful people delegate their “self-discipline” to

ensure they succeed.

Remember, there’s nothing wrong with admitting you

need help, and getting it.
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Executive Summary Part 3:
Execution Trumps Knowledge

O

o build a successful coaching business, you need to
Timplement the knowl- edge you have learned in this
book. The first step is to determine where your business
currently is in terms of maturity, which you can easily do

using the
Business Clarity Calculator.

This step is vital because it will dictate the strategies and
tactics you must employ to move your business to the next
maturity stage. The key to overcoming each stage’s challenges

is to keep working to move your business to the next level.

With your limited time, you need to focus on doing the right
things at the right time to move your business forward. This
means picking one P to work on in the beginning. To do this,
look at your assessment, plotting your results on the Prosperi-

ty Wheel, and determining which P is the least developed.
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The next step is to create your “business” plan. I've provided
you with a one-page business fitness template that will allow
you to capture all the vital information you’ll need to move

forward.

We start with creating your long-term VISION of what your
business and life will look like in the future. Then we need to
set two goals you'll achieve within the next three years that
will move you closer to fulfilling your vision. Subsequently,
you’ll have to come up with three projects centered on the P
you're starting with that you'll complete within three months

to move you closer to achieving your goals.

Finally, but most importantly, you’ll have to work on
developing four habits within three weeks. You will have to
create and choose habits to move you forward and en- sure
you stay on track to accomplish your vision. Every few weeks,
you refresh your habits with new ones attributing to your

goals and projects.

They are fundamental because, without these effective habits,
you will not achieve anything else in your plan. Essentially,
the habits ensure you can complete your projects, so you can

achieve your goals, and, finally, your long-term vision.
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f there’s one thing I love doing, it’s teaching people how to
Ireplicate the formula I discovered and developed over the
years, leading to my success. I am not an ex- traordinary coach
with exceptional talents. It took me almost 10 years of struggle
to get to this point. There is no reason why you cannot achieve

the same in less time.

I'd love to meet you sometime, whether it’s at a live or virtual

workshop or in a program.

Please spread the word about this book and the website,
www.poorcoachrichcoach.com, to our coaching colleagues
who can use some help. Word of mouth is the top marketing

tactic for coaches, which also holds true for me.

Every coach should be able to make, at least, a comfortable
full-time living from the profession we love so much. I
honestly believe that this book will help them, even if it’s just

to show them that it is possible to get ahead as a coach.
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If there’s anything I can ever do to help, please let me know.

Email me at anne-johan@topmind.com. Thank you so much
for being part of my world. I hope this book has been of value

to you, and I wish you every success in the future.

Your coaching buddy, Anne-Johan (AJ)
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“COACHING IS A CONTACT SPORT: THE MORE AND THE
BETTER YOUR CONTACTS, THE BETTER THE RESULTS.”
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