Howard Schultz was the man at the reins when Starbucks went supernova.
Before he joined the Starbucks team, Starbucks was in its humble beginnings
phase, having extended only a lit tle beyond the original single storefront in
Seattle’s Pike Place Market.
As of today there are over 15,000 Starbucks outlets, servicing a worldwide
market.
W hat does Mr. Schultz consider to be his single greatest contribution to the
f ranchise’s explosion?
He invested in the people working for him. He brought in benefits for part -time
employees (unheard of in almost any industry). He made it the company’s goal
to hire well-educated people and to pay them more than his competition would
in order to defeat the industry’s 300% per year turnover rate.
I t probably wasn’t easy. He had to convince a board of directors that it would
be worthwhile in the long run (boards being notoriously short -sighted).
But he persisted. He now enjoys an employee retention rate that is over five
times that of the industry as a whole.
A nd Starbucks is… well,

.

The goal of this book is to help you figure out how to create a company culture,
an environment, a vibe, call it what you will, where everyone who is working
you wants to work
you.
This shif t in perspective is twofold. First, your view of your relationship with
your employees must change from them being your underlings who are there to
serve you, to you being there to serve them.

Second, we want to change your employees’ view of you from you just being
their boss to you being their leader; the person encouraging them as all of you
together work toward a goal shared by everyone and not just yourself.
Your goals will be met quicker.
W ord will spread and top people in your industry will want to work for you
instead of your competition (even if you can’t pay as much as the next
company).
You’ll enjoy work.
Your employees will enjoy their work.
Your customers or clients and vendors will enjoy working with your happy
employees.
I t worked for Starbucks. It can work for you.

Culture isn’t something that you can order people to live. It’s not something that
is cast out from yourself. You have to be there constantly acting to create the
vibe you want in your business. Without your constant presence, reinforcement,
and tinkering, this new infant culture will die out.
Because it warrants repeating, here is that first tip again – don’t order a culture,
live it.
If you separate yourself from this feeling that you’re trying to create in your
company then your employees won’t believe in you. “This person is telling us to
pull together as a team but then locks himself away in his ivory tower?”
If they don’t believe in you they’re not going to believe that the new culture
actually means anyt hing because you yourself can’t be bothered part icipating
in it.

Have you heard of Dave Neeleman, the president of JetBlue? Every single
month he personally gets on a JetBlue flight and helps the stewards and
stewardesses give out snacks, pillows, blankets, and answer customer quest ions.
If he doesn’t know an answer to a question he takes the number of the
customer and promises to have someone get back to them within a day.
How amazing is that? If you’re a JetBlue employee and you see the boss doing
the exact same work you do then you know that if you have any suggestions
that they’re going to be listened to seriously. If you’re a customer the CEO, and
therefore the company itself, isn’t some nameless entit y that you’re powerless
against if something goes wrong.
JetBlue has a name and a face.

Now think about your own business – are your employees likely to think tha t
you have their back? Do your employees want to offer amazing service because
they want their actions to reflect well on you and the company they work for?
If not, it might be time for you to get out of the command bunker and into the
t renches.

The title of this chap ter might seem painfully obvious but think about the jobs
you’ve had right from your high school years up until now. Think of your bosses.
How many were inspirational people who made you want to make them proud
of you?
Now think about how many saw you onl y as a tool, while they thought it was
only their own greatness that really mat t ered to the business.
The essential follow-up question is
We talked in the int roduction about how Howard Schultz put employees first
and grew the Starbucks’ empire.
There is a way to get a leg up on building your company’s culture, to give you a
head start – hire nice people.
I t sounds super-simple, and it is.
But what if there’s a super-intelligent person applying for a job – but they’re
also incredibly snarky and miserable to be around? Their competition for the
position is a very nice person who doesn’t have nearly the resume of the first
applicant. Wouldn’t I do better with Mr. Smart y -pants?
We can’t answer this one for you for sure, but conside r this – what effect is that
super-smart person’s attitude going to have on the rest of your employees?
W hen you hire someone you’re not just hiring that person – you’re hiring every
in teraction they will ever have with you, your other employees, and with your
customers.
W ill your other employees suffer because you went with the snarky, miserable
person? If so, then you will suffer, even if you never interact directly with the
person again.
The second applicant on the other hand may very well act like a sho t of
adrenaline, boosting everyone else’s confidence and enjoyment at work –

including your own. That means a boost to your company’s productivit y and a
boost to your bot tom line.
In the end you’ll have to make the decision based on your own needs at the
time, but we know who we’d rather be working with for the next five years.

So you’ve hired good people and you work alongside them, showing that you’re
willing and able to participate in their working lives, and that they’re able to
participate in yours.
Now it’s time for you to reap the rewards of your hard work. You do this by
sharing your vision of your business.

The first step of course is having a vision at all. It’s not enough for you and your
company to exist – you have to have specific goals if you want to grow. If you
don’t have a specific goal in mind yet, make one right now. Pull out a calendar
and write down on the date a year from today the way you most want your
company to have grown.
T ry to be specific. “Bigger,” is not a specific -enough goal for your company. “To
have 100 new clients” is much better. Or maybe it’s to have a shiny new office
space. Perhaps you want to have 5 more cars in your rental fleet. Or to be able
to add a specific service to your menu of offerings that you just ca n’t handle
yet because you don’t have the people or necessary equipment.
A f ter you get that one-year (or two-year, or five-year) goal in place, break it
down into manageable steps from month to month. If your goal is a certain
number of new clients, then t his month’s subgoal might be to get a professional
website up and running.
Not only do such subgoals give you something to shoot for, but they also help
you to see what activities are not making the best use of your time (activities
not geared towards helping you achieve your goal). You’ll be able to delegate
and make a far more efficient use of your time.

Once you have your calendar more or less set up it’s time for the most
important part –
. With everyone. Make your dream everyone’s
dream.

This is how you transform your employees’ employment f rom a job into a
calling.
Make your vision as easy to understand as possible. Just to be clear – a goal is a
milestone you want your company to achieve. Your vision is what you wan t
your company to be. Your goals are the building blocks of your vision.

Have you ever seen a business with a kind of worker slogan on its walls? Thin k
about that famous police slogan – “To serve and protect.” That’s a vision of a
perfect form of a police force. It’s both a statement about what the police force
stands for, but also a guiding light for its members when they’re in doubt about
how they should act or what they should do in a certain situation.
I t’s easy to remember and it explains how a police officer in pursuit of police
officer-y perfection should act.
Get your vision down somewhere it can be seen and studied. A poster. An email
to all of your employees. Make it short, clear, and concise.

A n yone can write a slogan on a whiteboard. But if that’s all you do then it’s
going to be quickly forgot ten or be a source of much eye -rolling amongst your
employees.
A boss writes the vision down and snaps his or her fingers – get to it! A leader
on the other hand becomes the living embodiment of that vision and gives their
employees the tools they need to make the vision come true.
You get your people to invest in that vision by you investing in them. Here are 5
methods to do just that:
Your goal with your pay isn’t to get the cheapest people
possible. That just leads to ongoing turnovers (which lead to hiring costs,
t raining costs, severance pay, etc…). Your goal with your hiring practices is
to be the company that is the sexiest business in your industry for people
to work at. It’s about what you can give your employees as opposed as to
what you can exploit from them.

It’s no use sharing your vision and then not
being open to great new ideas that you may spark i n your people.
Let your people make some real decisions. The

more

responsibilities they have, the more they’re going to feel like they’re really
contributing to the business. This, by the way, is one way to compensate
your employees if you can’t pay as much as your competition – give them
real responsibilit y in the fortunes of the business instead of their being
just another cog in the machine somewhere else.
Nothing is going to show an employee that you believe
in them as much as investing in their future. You’ll be showing that you
want them to stick around and that you believe they’re worth you
investing real money in their careers.
Tie your employees’ fortunes directly to the fortunes
of the business. Who isn’t going to put more effort into a company that
compensates accordingly?
If your company feels like a family then you’re doing something right. Happy
employees make for happy customers, and happy customers make for happy
investors.

Have you heard of Zappos.com? They’re an online clothing and shoe retailer. It
was started by one man, Nick Swinmurn, in 1999 who grew frustrated when he
found there wasn’t a major online retailer that specialises in shoes.
Ten short years later Zappos had exploded to a gross revenue of $1 billion.
Demand was so great that in order to keep orders heading out on time they had
to restructure into 10 separate companies all under the Zappos umbrella.
Here is their vision as stated on their website:
● One day, 30% of all retail transactions in the US will be online.
● People will buy from the company wit h the best service and the best
selection.
● Zappos.com will be that online store.
That’s a vision that’s easy to understand and easy to share.
If you go to the “Jobs” section of their website you see the attitude they want to
instill in their employees summed up in 10 points:
Deliver WOW Through Service.
Embrace and Drive Change.
Create Fun and a Lit tle Weirdness.
Be Adventurous, Creative and Open-minded.
Pursue Growth and Learning.
Build Open and Honest Relationships wit h Communication.
Build a Positive Team and Family Spirit.
Do More W ith Less.
Be Passionate and Determined.
Be Humble.
The trick is to make sure that words like the above 10 points don’t just appear
on some poster somewhere but are actually embodied in the company’s culture.

Zappos does that right at the beginning, in the hiring phase. They conduct a
“cultural fit interview” which accounts for
the consideration of whether or
not the candidate is hired.
If someone is hired but af ter a week it seems like the job isn’t a good fit then
they’re offered $2000 to quit. Only 2 or 3% have ever taken it – and those that
stay are even happier and more commit ted – they realise they’ve found a job
where they aren’t in it just for the money.
Raises are earned by passing tests and having a record that indicates abilit y –
no office politics are involved.
A ll of this culture is direc tly passed on to the customers.

Some of Zappos customer service stories have gone viral over the years. There
was an incident where a customer’s mother died so the company sent the
customer flowers. Another involves talking with a customer for over 8 hours.
I t pays off – 75% of Zappos’ customers are repeat customers. They’re
consistently on “Best Companies To Work For” lists including those of Fortune
and Entrepreneur.com (which means they’re going to have the best people
applying to work for them.)
In a talk he gave at Stanford Hsieh emphasises that he doesn’t think about
creating a “work -life separation” or a “work -life balance” like other companies
do; instead he says that work
life. Not in the sense that it is all -consuming
and leaves room for nothing else, but rather that it takes up a significa nt
portion of people’s lives.

He gets the most out of his people by working hard to make his employees’
work /lives enjoyable. He makes sure people are working with other people that
they enjoy being around.
As your business expands there’s going to come a point where you can’t hire
everyone yourself, it will simply take too much time. So you want to make sure
your business’ culture is something you get to work on as early as possible so
that the people who eventually do your hiring for you are still hiring the kinds
of people you want to be around.
Just so we’re clear – you don’t have to use Zappos’ particular values. Figure out
what values affect
the most and gear your own business to live and breathe
them. Your customers and clients will notice – and come back for more.
I t’s not
you sell. Lots of people are going to be selling what you’re selling.
I t’s
you sell it that truly mat ters. Be a customer service company that just
happens to sell _____________.
A dded bonus - Good word of mouth will save you a

of money in marketing.

In the internet age every single action your business takes has the chance to
make ripples, or even go viral. Obviously you want your good deeds to be the
ones that spread, not your mistakes.
However, you are human, your employees are human (unless you’re reading this
later than the year 2113, in which case
), and you’re
going to make mistakes.
Mistakes are fine. W hat is not fine is acting like it’s not your fault, trying to
push the blame onto your customer, or trying to act like nothing's wrong at all.
That’s how negative notice starts to spread from one dissatisfied customer
posting on their Facebook, the bad word spreading to their friends, and then
their f riends’ friends, and so on.
In fact, mistakes can be an opportunit y. For one thing, they help you identif y
where something could use some tweaking in your business. Maybe you could
be more efficient in your delivery system. Or perhaps you’ll learn, if the same
complaint comes up multiple times, that it’s not marketing or customer service
at fault, but your product itself that needs to be fixed up.
Second, you can turn that negative comment on Facebook or Twit ter into a
much bigger positive. If you respond quickly to the complaint, apologise, and
then hustle like crazy to make things right for that particular customer (or
reward their patience by offering more than what they paid for) you’ll show
that customer (and all the people following the exchange on social media) that
you’re a customer service oriented company.

Even if the customer is completely harsh you’re not going
to win more customers through this exchange if you go into attack mode.
Criticisms can hurt, but remember, potential customers are waiting for
you on the far side of this problem.
The only way you’re really going to
make yourself happy in this situation is by making the customer happy.

So be sure you’re clear on why they’re upset before you get in touch with
them. If it’s not clear then go over their points with them.
Even if it turns out that the complaint is all smoke
and mirrors opening with an apology dif fuses some of the an ger and
tension.
If there have been mistakes on
either your part or on the customer’s explain what was meant to happen
and how things went wrong. Clarit y is a further way to dif f use tension,
plus it explains to onlookers what’s going on.
If
you’re to blame, or partly to blame, don’t just rectif y the situation, throw
in a bonus to soothe the wronged part y. You’re looking for a reaction
f rom the customer (and onlookers) that is something along the lines of
“WOW! This company really cares!” instead of, “Well, yeah, I guess it’s
alright then.”
You want to remind your customer (and the exchange
onlookers) that you really made an effort to make things better. So shoot
the offended party a follow-through email or letter thanking them for
showing you where your business had a hiccup and how because of them
you’re now a better company that is now able to serve its customers in an
even better manner.
Aside from dealing with complaints, what are some other ways you can add
some pop to your customers’ or clients’ exchanges with you?
Is there a freebie you can throw in for first -time customers alongside a lit tle
“Thank-you” card?
Can you show someone how to do some light maintenance on your equipment
even though you might make more money if you were called in to service it?
(You’ll make more money in the long run by having return customers and by
having existing customers recommend you to others.)
Can you serve beverages or tasty lit tle snacks if you’re the kind of business that
has a waiting room?

These lit tle touches have an exponential effect on your clients remembering
you. They come expecting good service, they’ll return because you offer tha t
lit tle something more.

Imagine arriving at a new job. Someone points out your cubicle, says, “Sit there”,
and then you’re lef t on your own.
Not much of a welcome, right?
Now imagine if you arrive on your first day at the job and everyone in your
department is up on their feet to shake your hand and introduce themselves.
Maybe there are flowers on your desk or a gif t certificate for the local eatery
where everyone grabs their lunch.
A bigger help is to have someone mentor that new employee. It will help them
feel less anxiety about trying to do things right when they first get on the job,
plus they won’t feel alone in a group pf people who otherwise all know each
other.
Even bigger still – what if every new hire gets the chance to meet you in their
first day or two? That can be a huge deal for a new recruit, and it doesn’t cost
you anything (unless of course you would have to travel, in which case the
biggest gun at that location takes your place for the mome nt).
The greetings don’t have to stop at the business’ door – if you send a lit tle
something to their home chances are you’re going to make a good first
impression with the employee’s significant other or someone important in their
life.
Greet Street, a mult imedia greeting card company, greets new employees by
having them unwrap a large box that contains their desk and chair. Also, there
are no formal titles, so the employees get to make up anything they want. The
t wo co-founders’ titles are “Creator of Chaos” and “Creator of Substance.”
Persistence Sof tware sets up a basket of breakfast food near the desk of a new
hire and sends out an email to all their employees inviting them to stop by for
some food and an int roduction.
MetaSolv Sof tware has a keg party every Friday during happy hour and new
recruits are asked to work the kegs.

These lit tle bits of extra goodness can pack a heck of a punch when it comes to
making a lasting first impression with either employees (or customers). Thin k
about when you first started buying from… well, anywhere. How many
businesses did something as simple as slip in a lit tle bit of cardstock with a
welcoming “Thank you” note?
Probably not many, right? This means that if you do it it’s really going to stand
out.

How long on average does a customer interact with a representative of your
business? Is it an 8-hour phone call or a 15-second interaction across a bar or
counter?
However long it takes, during that time your employee is your entire business to
that customer.
That means you need
exchange as amazing as
will make the customer
customer will come back

to empower each of your employees to make the
possible. If they have the abilit y to do something tha t
feel like they’re having an awesome experience, the
(and recommend you to others).

But if your employee is hamstrung in decision -making or their abilit y to adjust
things to the customer’s benefit then the experience obviously diminishes, and it
may become a time-suck as the employee has to kic k the customer’s request up
the interoffice food chain in order to get anything done.
Here’s a simple psychological truth – if someone has an experience that feels
good they’ll seek to repeat it. If the experience is bad they’ll do their best to
avoid having to endure it again.

There are basically 3 categories of obstacles that can get in the way of steering
your business to this level of customer service:
W ork processes that no longer work.
Inf rastructure (e.g. computer programs) that doesn’t do what you need it
to.
People who won’t get with the program.
( A ll of this assumes that your service or product itself is top -notch and is not
the problem. The what you sell of your business is fine, it’s the how you sell it
that needs a polish.)

Your first step is to identif y the problem(s). To do this head right to the experts
– your employees. Find out what struggles they’re having, what’s getting in the
way of their delivering gold star service.
You can also go to the customers, asking them to fill out lit tle survey cards if
it’s not too much of a bother. Or even, as the CEO or big boss, talk to some of
the customers yourself (remember Dave Neeleman of JetBlue in Chapter 1?).
A dded bonus – you can even make these efforts work as marketing. Make it
noticeable that you’re put ting some serious effort into craf ting a better
experience
Maybe you have one gigantic problem. Or maybe it’s a thousand -and-one lit tle
problems. Either way, you now have new goals and subgoals to add to your
calendar.
The big question you always need to be asking is, “How are we making our
customers feel?” Those feelings are what they’re going to base their purchases
on and whether or not they give you their repeat business.
That feeling is your brand.

There’s a somewhat infamous story of how the fine people at Ritz -Carlton
thought they’d win over extra customer loyalty by spif fing up their bathrooms.
They spent truckloads of money on designs and materials including green
marble that they imported from Italy.
There was only one big problem – the customers didn’t like it. A survey done
af ter the new installations showed that visitors wanted the bathrooms to be
pure white so that they could see the cleanliness of the room.
W hoops.
A ll they had to do was ask. The same goes for you.
You’re not going to know what your customers want. Not everything, at least.
I t’s impossible. So do what the Ritz-Carlton people did af ter the bathroom
debacle – put customer satisfaction at the top of your to -do list.

W ork to get customer surveys into the “very satisfied” or “extremely satisfied”
categories. If they’re not, then work to find out what you can do to bump them
up.
Every time an error in customer service is made, even a tiny lit tle one -time
thing, mark it down and see what you can do to ensure that it doesn’t happen
again.
Chart successful problem -solving techniques so that all of your employees have
a guideline they can follow when a similar problem arises (leaving them
wriggle-room for slight dif ferences).
A nd when one of your employees goes out of their way to really help a
customer out celebrate it. That celebration makes everyone feel good and acts
as a learning experience for every other employee.
To sum up, the most important words that wil l ever come out of your mouth as
your business’ leader are, “What can I do to help you?” Aimed at either
employees or customers, it’s going to make a world of dif ference.
Ask the question tomorrow. And again next week. And next month and next
year. There’s always something you can be doing to make your business
experience better.

Speaking of celebrations – why do it? A f ter all, you’re already paying people to
do their jobs, isn’t that celebration enough?
First, you can celebrate accomplishments (or just the fact that you’re all
working together) because you genuinely want to make your people happy.
That’s a pret t y good reason in and of itself.
Second, it pays off.
W hile it will pay off for any size of com pany, making an employee feel like a
rockstar can really pay off for start -ups and smaller companies that face big company competition. The competition will always come snif fing around for
your employees, especially the ones who are shining especially brig ht.
You can’t necessarily out -pay the competition, and/or you can’t offer bigger
benefits.
The only arrow in your quiver might be that you’re able to make your
employees feel like they’re more than just employees - they’re part of a family.
Even better, they’re part of a family that loves having them around. They may
get more money at the other company, but if they’re just a small cog in a big
machine or they end up in a sea of bland or even antagonistic co -workers
they’re going to regret ever leaving you and want to come back.
Your people work for money, but they live for positive recognition.
Your customers will come back for the awesome service that results from
in teracting with employees that love their company.
Richard Branson, that Virgin guy, relates how his empire began with the one
low-income record shop in a post to Entrepreneur.com:

If you crave some numbers the 2015 Employee Recognition Report by the
Society for Human Resource Management and Globoforce surveyed 823 HR
pros to see how employee recognition affected their companies:
●
●
●
●

68% say recognition made a positive impact on employee retention rates.
84% said that employee relationships were improved.
86% said that the employees’ happiness was increased.
90% said that it positively impacted employee engagement.

So now you want to integrate these celebrations as part of your business’
culture – but what should you do?
Southwest Airlines, famous for their friendly staf f, has a wall of memora bilia
donated by staf f. It’s completely composed of items that signif y special
moments for the employees – sort of a Planet Hollywood kind of display
created by happy employees.
You can reward milestones. Groupon awards employees a t rack jacket af ter
their first full year, and adds star patches for each additional year.
Influence & Co. (a content marketing agency) reward employees who make
significant contributions with “The Belt” – a wrestling-championship style belt.
Zappos has reinvented the old performance bonus routine – they let employees
reward other employees with a $50 bonus once a month. How motivating is
that?

If you don’t have a lot of money you can get a lit tle weird – Red Velvet Events
(an event-planning company) has a lit tle troll doll that t he current doll-holder
passes off to another employee during their weekly meeting, recapping the
recipients’ good deeds that previous week.
A lso, don’t think you have to reward only the big successes. Reward the risk takers, even if they fail. Those risk -takers are going to be the ones who make
some amazing break - through eventually that will put your business ahead of
your competition.
You can even make an effort to make the people you reject feel good about
themselves. If someone interviews for a job with you but doesn’t get it, you can
still make them feel decent about their efforts by sending them a customised
thank-you letter, and maybe a voucher for one of your products (hopefully they
won’t take that as you rubbing it in).
Not only is it classy, but you’re going to be making a huge impression on that
person that most of your competitors will not equal – if this is how you treat
people you say “no” to, how awesome must it be to actually work for you?
Help out an employee who has fallen on hard times.
Be generous with parental leave.
Get a lit tle personal with your employees. Can you imagine how fantastic it
would be for a Virgin employee to turn around to find the Richard Branson
there, come to shake his or her hand and to say thanks for making the co mpany
look good? They’re going to talk about that moment forever.
Every single lit tle bit of recognition you dish out grants an exponential return
f rom your business’ most important asset – your people.

T raditional book publishing houses should have seen it coming. Actually, they
probably did see that there was the smell of change in the digital -scented air…
but they did nothing about it. They thought their old way was good enough and
they flapped a collective dismissive hand at the thought of online ordering and
e-books.
A mazon now owns about 65% of all ebook sales. Apple owns a significant
chunk of the remaining balance. Now the traditional publishers spend most of
their time trying to demonise Amazon instead of whipping up thei r own
(preferably superior) delivery systems.

You’ve transformed yourself from a boss into a leader by building a culture
within your company that has your employees rarin’ to go. They take pride in
their work, and they’re deliriously happy to be a member of your business
family.
Now how do you translate that into results that grow your business?
First, you need to recognise that a good start is just that – it’s a start. The work
that you put into making your employees feel like rock stars is never going to
end – it’s only going to change. You need to be constantly on the look -out for
ways in which you can make your employees’ working lives better.
A t least some members of your esteemed competition will certainly be
constantly evolving their relationship wit h their team, and if at some point that
relationship looks sexier than the one you’ve established with your people there
goes your high retention rate.
Second, you need to focus that good will. We’ve already discussed how – by
setting up a calendar with your goals and subgoals.

Checking off items on a to-do list can be a tremendous source of morale for
your team. It also makes it much easier to see your business’ growth.
Make your goals as simple and as easy to understand as possible. Monitor your
progress – if progress is slow turn to the people work ing on that particular
problem and ask them the big question – “W hat can I do to help?” There may
be barriers in their way that the big boss can help eliminate.
Monitor your competition. See what they’re doing right. And instead of
complaining about it, set out to not only do the same, but do it
(unlike
the traditional book publishing companies).
Get those customer surveys rolled out and make a rating of “Excellent” your
goal in all categories.
How quickly do you ship orders or deliver a service? Can you do it faster?
Do you have enough inventory to cover orders or are you always back ordering?
Do you have enough people to deliver services or are you always keeping
customers/clients waiting?
How fast does your company answer the phone?
W hat percentage of your business is made up of return customers?
A ll of these questions (and more) are measurable. They all represent goals that
you can use to excite and unif y your people if you’re a leader instead of a boss.
Recognise the hard work of your employees. Reward them. Help them remove
barriers to their (and your company’s) success.
A nd then do it again. And again.
A leader is always just getting started.

