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HOW DO YOUR NUMBERS LINE UP? Profit matters
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If I could teach you 
how you 
and your 

people could become more productive 
by just reading this article, would you 
consider it? I am sure this is not your 
first rodeo; however, this might be 
an approach you have not considered 
working on to increase profits in your 
business. Plus, if you want to retire, 
you might want to consider teaching 
this to your second-in-command. One 
of our most successful senior coaches, 
Brian Hunnicutt, teaches the follow-
ing concept to his client base — with 
tremendous results.

The 80/20 rule has been around a 
long time, and works on a wealth of lev-
els, tasks and events. It works on men 
and women, personal and business. It 
will apply on many more events, levels 
and tasks than it won’t apply to.

We get 80 percent of the money in a 
normal business environment from 20 

percent of our clients. Men and women 
both wear 20 percent of the clothes in 
their closet 80 percent of the time. I 
have polled a number of people, and 
both men and women agree to it. If you 
have a picnic, you can rest assured that 
20 percent of the people will eat 80 per-
cent of the hot dogs.

What we accomplish in 20 percent 
of our day nets us 80 percent of the 
results for that day. Figure that there 
are 24 hours in a day, and we sleep for 
eight hours. That leaves 16 hours to be 
productive. So what you accomplish 
in 3.2 hours will net you 80 percent of 
the results for that day. Think about 
your day, and how you manage the 
events in that day. Does this apply to 
you? Is there any way you could stay 
in “20-percent land” longer?

Stay productive longer
The challenge, once you start realiz-
ing the truth about the rule, is to start 

defining the tasks that place you in 
20-percent land, and the nonproduc-
tive tasks that are in 80-percent land. 
I would have you write down all the 
tasks that place you in 80-percent land, 
and then come up with a process that 
allows you to be proactive instead of 
reactive. I have found that most 20-per-
cent actions are the tasks for which we 
have proactively defined a process that 
keeps us on task.

Take paperwork, for example. When 
you sit down to do it, the phone is 
ringing off the hook and all the activ-
ity around you keeps pulling you away. 
The shiny pennies and squirrels keep 
distracting you. In other words, you 
were not proactive in creating a pro-
cess to stay focused on the paperwork. 
Why not come in early or stay late? You 
could even tell everyone that you are at 
lunch and get it done. It will probably 
be done right with fewer mistakes, and 
it will not have taken but a fraction of 
the time. You will have been in 20-per-
cent land.

Think about all the shops around 
you. Most are slow, but a couple of 
them are really busy. The 80/20 rule 
is hard at work here. If you put a bowl 
over 10 shops, two of those 10 will 
produce 80 percent of the sales for all 
10. I know that this sounds crazy, but 
look around. 
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Put the bowl over 10 service advisors, 
and the same is true. It even works for 
the techs. It has always amazed me to 
have a tech that can produce 60, 70, 80 
or even more than 100 hours in a week 
— only to have the rest of the people in 
the shop combined not be able to pro-
duce what that one does.

Teach them to break the rule
We need to address what is getting in 
our own way and our employees’ way. 
Have meetings as a shop and one-on-
ones to help everyone stay on task and 
learn how to beat the 80/20 rule.

What are some of the things that get 
in the way of our techs? Talking to each 
other, bathroom and smoking breaks, 
unorganized toolboxes and carts are 
just some of the struggles. But I would 
say the biggest is that we don’t teach 
them how to break the 80/20 rule. We 
don’t create the clear level of expecta-
tion and then track it and measure so 
that we can hold them accountable.

When we are dealing with our cus-
tomers dropping off their cars, it would 
be prudent to spend the extra couple of 
minutes building the relationship and 
educating them about what we are 
going to do with them and for them. If 
we don’t take the extra time, then we 
might do a great courtesy check and 
build a fantastic estimate — only to not 
make the sale. Thinking that you did 
not have the time during the drop-off to 
educate your clients did not save time; 
in fact, it cost you much more time than 
you would ever realize. 

Being proactive in understanding 
each task and learning whether the 
task is a 20 percent or an 80 percent 
item is critical. We need to prime the 
pump if we are going to get water out 
of the well. If our customers are not 
expecting the call when we make it to 
sell them additional work, then it is like 
sneaking up on them with bad news 
— vs. fulfilling your responsibility to 
inform your customer. Customers need 
to be expecting the call, so they will 
have had a chance to discuss it with 
their significant other or whomever. 
That way, we have a greater chance of 

them being in the 20-percent group and 
buying everything. It is when we don’t 
let customers know what and why, that 
they stay in the 80-percent group.

Don’t let customers sell you
The 20/80 is the other side of the 80/20 
rule. It is the 20 percent on the reverse 
side that takes 80 percent of your time 
and you get nothing out of it. It is the 20 
percent of the clients that proactively 
try to control your sales process and 
take 80 percent of your effort and you 
get nothing out of it. These custom-
ers try to make you feel uncomfortable 
asking for the sale. It can take many 
shapes and forms, but the end result is 
always the same: You lose.

Now, we understand that two out 
of 10 are buyers and two out of 10 are 
proactive nonbuyers. The other six out 
of 10 are the ones we are trying to turn 
into the 20 percent that buy every-
thing. By enhancing your processes, 
you stand a good chance of doubling 
your current business by beating the 
80/20 rule. You can have 30 percent, 40 
percent, even 50 percent or more buy-
ing what you recommend when you 
recommend it.

The real problem is that for each 
one of the six that turns into an active 

buyer, you stand an equal chance of 
one of them turning into an active non-
buyer — this is the reverse side of the 
80/20 rule. All of the active nonbuyers 
will try to make you afraid, doubtful 
and hesitant to even approach them 
to ask for more money. In other words, 
they sold you on not selling them. The 
customer’s job is to say no; they will 
sell you on not selling them. 

Understand these truths: “Nothing 
happens until a sale is made” and 
“There is nothing a sale won’t fix.” 
Either you are selling the customer or 
they are selling you. 

If you would like to see our Sales 
Process Checklist, for a limited time 
simply go to www.ationlinetraining.
com/2014-04 and download a form you 
could start using today. 

Chubby’s Bonus Tip: What is the best way to stop sales from swinging 
violently month-to-month? Develop a systematic sales process, write 

it down and inspect it daily until it becomes a habit.
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