


Anne Graham delivers a book with insightful practical advice that 
will help leaders immediately be more effective. It combines a well-
thought-out framework and tools with real-world business acumen 
that will help any professional find the solutions in plain sight for 
their business 

~ Heather MacKenzie, Director of Marketing,  
Belden International Inc.

Only read this book if you are truly interested in having a sustain-
ably profitable company full of highly engaged people. Don’t bother 
if you’re satisfied with being mediocre 

~ Jim Sellner, VP Learnings and Applications,  
VIVOTeam Consulting Inc.

When you don’t know How but you Should, reach for Profit In Plain 
Sight. Simple concepts, clearly explained – you will wonder why 
you never thought of it that way before. 

~ Pat Bjerrisgaard, Senior Director, Global  
Employee Engagement, SAP

Practical, insightful and action-oriented. Every page is filled with 
thought-provoking ideas or insights.

~  Leslie Meingast, CEO, The Personnel Department

Ouch!!! Profit In Plain Sight made me take a hard and honest look 
into my company and helped me recognise what is not working, 
the book helped me to be honest with myself, my company, share-
holders, employees and really “work” with my clients to build a 
superior client-supplier relationship, based in value conversations. 
The book provides great advice on how to make the changes happen, 
and these did happen. I am so glad to have this book as a guide to 
keep growing with passion and be profitable in doing so. 

~ Laura Aveledo, Product Marketing Manager,  
Moneris Solutions



Anne has put together practical, proven ways to grow your business 
… every business owner and manager will find great ideas that will 
jump-start their business quickly. 

~ George Noroian, Founder, Giant Leap  
Management Solutions

Anne Graham challenges business leaders to attack the myths 
which prevent businesses from reaching their full profit potential, 
and provides thoughtful guidance on how to deliver outstanding 
results. Profit in Plain Sight is not the flavor of the month. It’s 
practical, relevant and timeless. 

~ Jim Bogusz, Chief Operating Officer, The Beedie Group

There are a lot of gems hidden in plain sight in this book. Anne 
shows you specific steps and tools she has found to be successful 
in transforming business performance in a big way. It all starts with 
profit, passion, and growth. You and your team need to do the work 
but if you have time to watch TV or do e-mail, you can do this. Buy 
the book. Read it. And follow the instructions.

~ Doug Wagner, President of Sunwapta Solution

Finally a practical approach to a complex problem. Anne’s vision 
on business is unique and effective.

~ Juan Jose Gonzales, Co-Founder & COO at  
Gazelles Growth Institute

Anne is really a thought leader in business. This is a must read for 
anyone running a business and wants to increase profits by using 
her clear methods. Awesome!

~ Anthony J. Davis, Owner, Nicoll Davis & Spinella LLP

Profit in Plain Sight … has amazing potential to help companies and 
leaders get more to the bottom line with less work.

~ John Cummings, Founder, BodySite Wellness Platform 



A valuable “how-to” filled with such great stories that I know Anne 
has been there and done that. It left me with confidence that it will 
work for me, too. 

~ Hugh R. Alley, P.Eng., President First Line Training Inc.

What a great read. If you are a leader looking for a book that packs 
a punch of value, guides you through a step-by-step process con-
sistently supported by gobs of research to inspire and motive you 
to action Profit In Plain Sight is for you. I love how Anne peppers 
insights and actions with tough love leadership questions. Thank 
you Anne, my profits are soaring because of you!

~ Renée Safrata, CIC, VIVOTeam Consulting Inc.

Through innovative yet uncomplicated thinking, Profit in Plain 
Sight covers the whole gamut involved in transforming any business 
into a powerhouse. … Every leadership professional at any level of 
all organizations will greatly benefit from this information and 
inspiration packed book. 

~ The Independent Publisher





Tired of saying “We don’t have the budget for that?” Get past 
that issue for good by accessing 3 training videos at 

www.FreeProfitandGrowthVideos.com
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What would it mean to your business 
to have all the profit you need to 
fund the growth you want?

• Have you ever lost a deal you thought you could count on?

• Is your customer service department always busy?

• Do you find yourself saying “we should have thought of 
that!” when your competitors launch something new?

• Do you struggle to grow revenues each year, or even worse 
- achieve healthy revenues but never have much left to 
show for it at the end of the year? 

• Do you try cost-cutting now and then but find it just 
doesn’t make enough difference on your bottom line?

• Do you find your people stuck in we’ve-always-done-it-
this-way thinking?

• Are you saying or hearing “we don’t have the budget for 
that!” far too often?

If you’ve answered “yes!” to any of these, then you’re in the 
right place, and I’m glad you’re here. What you’ll read in this 
book is going to change the way you look at profit and growth 
forever, and put you in the driver’s seat to go and make some 
good things happen.

Let me ask you a question. 

On a scale of 1 to 10, how completely ecstatic are you with 
your current level of profitability? Now, consider what would be 
possible if you shifted that to an 8 … or a 9 … or a 10. Whether 
you simply want to get back in the black to secure your future, 
whether you want more profit to invest back into good people, 
equipment, technology, acquisitions, or whether you want to 
increase the valuation of your business in preparation for a 
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lucrative merger or sale, Profit in Plain Sight can help. 

We all want to achieve a level of success and certainty. We 
all want the confidence to move past what the economy says 
we can or can’t have. We all want to be rewarded for all the hard 
work and effort we put in.

This is the year that you can trigger a cycle of prosperity in 
your company so that it can weather any economic turmoil. To 
do that, you’ll need to set aside a little bit of time to read this 
book cover-to cover, download the extra resources I’ve included 
for you, and act on the Action Plans. The good news is that I 
promise I’ll show you how to get it all done in less time per week 
than you’re spending on email per day.

Unless you’re in order entry, email never moves the needle in 
your business. In fact, it leaves you reacting to everyone else’s 
agenda when as a leader at any level, it’s up to you to set the 
agenda and achieve all the potential that’s in your business. The 
alternative is saying “uh-huh” to all of those bullets on the 
previous page, and there’s just no fun or profit in that.

Come on a journey with me. Let’s explore all the 
opportunities of Profit in Plain Sight, create some action plans, 
and make it happen for you. If you want or need support to 
accelerate your results, you’ll find options for that too.

Ready to transform your business and your life? Just keep 
turning the pages.

You can do it. You will succeed.

Anne Graham
Vancouver, Canada



Foreword

As the Chairman of Guerrilla Marketing International, I’ve seen 
mainstream marketing become more and more complex over 
the years, and I know how critical getting back to the basics of 
connecting deeply with customers is. That connection must 
build trust, support the customer’s needs, provide a product that 
delivers the promised benefits, and earn a healthy profit as a 
result. In fact one of the reasons that Guerrilla Marketing has 
become so successful with businesses large and small is because 
it offers unconventional ways of pursuing the conventional goals 
of profit and growth. As Anne C. Graham so succinctly puts it, 
it’s all about taking principled yet uncommon approaches to 
selling more products and services… to more customers… at 
higher prices… and lower costs… in a way that makes the 
competition irrelevant. 

When was the last time you got out from behind your desk 
and had a meaningful dialog with a customer? If your answer is 
anything other than “today”, then you need to read this book. 

As CEO of a company that has been named to Fast 
Company’s Fast 50, I know first-hand that a key success factor 
for leaders is to never lose that hands-on connection with 
customers. It is not merely a “sales” function, nor merely a 
“marketing” function. It is the lifeblood that determines the 
success or failure of every business. 

That’s why Profit in Plain Sight is relevant and important as 
the rate of change increases and economic turbulence becomes 
the norm. For the first time, the role of senior executives in 
bringing the voice of the customer into their organizations is 
described in a powerful, actionable way. Anne’s colorful and 
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entertaining examples drawn from years of experience vividly 
demonstrate just how much impact meaningful customer input 
and real-time feedback can have. And her clear roadmap for 
implementation goes well beyond traditional meet-and-greets 
and ride-alongs.

Equally important, Profit in Plain Sight illustrates how to 
engage all levels in the organization in delivering value to the 
customer, with innovative ways to involve staff in being part of 
the solution. At a time when employee engagement is at an 
all-time low, this is a fresh approach that delivers results.

Post-recession, profitability continues to be a challenge for 
the vast majority of firms. How many times have you said or 
heard lately “We don’t have the budget for that!” in your 
company? Probably too often. 

Leaders who follow Anne’s advice on a chapter-by-chapter 
basis will trigger a cascade of tangible benefits to their organiza-
tion by addressing the most persistent challenges faced by 
business leaders:

1.  Retaining clients and earning authentic loyalty

2.  Driving sustainable top-line growth

3.  Realizing sustainable bottom-line growth

4.  Earning a reputation for quality that serves as a point of 
differentiation in an increasingly commoditized world

5.  Developing value-add innovations that drive profitable 
growth

How often do you find yourself having a great year on the top 
line, but not enough to show for it on the bottom line? You’ll 
love the two highly innovative and powerful Drivers Anne 
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outlines as powerful tools for transformation. 

The Return on People Benchmark vividly illustrates that too 
many companies are simply settling for too little on the bottom 
line, putting themselves at risk by not having the profit they need 
to invest in growth for the future. You’ll want to find out 
whether you’ve earned an A, B, C, D or F and take the actions 
outlined to improve your grade. Leading companies in the 
Benchmark are beloved brands, with an abundance of cash and 
the ability to secure their future, give back to their employees, 
support their community, and delight their stakeholders. 

The Profitable Customer Ratio provides not only an eye-
opening wake-up call for most businesses, but more importantly, 
a quick and practical way to develop strategies for your most 
profitable customers and those who are costing you more than 
they’re worth, without any of the complexities that accompany 
conventional accounting-based approaches.

As a Guerilla Marketer, one of the most outstanding 
elements of this book that I love is the vast number of free 
resources Anne offers to help you change the conversations, 
develop deeper insights, and most importantly – get results.

Profit, earned with integrity by connecting with customers 
and serving their needs in innovative ways, makes all things 
possible. Read this book. Follow the roadmap. Put your company 
on the path to prosperity. And never have to say “We don’t have 
the budget for that!” again.

 Start your journey towards the success you deserve, enough 
money to enjoy freedom from worry about it, health good 
enough to take it for granted, a family with whom you can give 
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and receive love and support, fun that does not have to be 
pursued but exists in daily living, and the longevity to appreciate 
with wisdom all that you and those you love have achieved. Most 
importantly, as I hope you realize, the goal is the journey itself.

David L. Hancock
Chairman, Guerrilla Marketing International
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Prepare to Transform Your Most 
Persistent Market Challenges into 
Profit, Passion, and Growth
… with The Proven Leadership Path that Delivers 
Results

How much easier would igniting profit, passion, and 

growth be if everyone in your business embraced change and 

became part of it?

What would be possible if transforming your business felt 

more like play than like work?

How quickly could you turn good intentions into 

tangible results if you simply could take small steps that 

require less time than you are devoting to e-mail in a  

given day?

IBM is a legendary company, not only because of its enduring suc-
cess for over 100 years in the fast-changing world of technology, 
but because it leads its category by a factor of four in terms of 
profitability and continues to transform itself to generate growth 
opportunities. Customers are incredibly loyal, the company has a 
stellar reputation for quality, and, as the holder of more patents 
than any other high-technology company, its strengths in innova-
tion are readily apparent. It seems that IBM has found ways to 
conquer some stubborn challenges, doesn’t it?

But it didn’t start that way. IBM’s roots go back to the 1880s 
and at one time its products consisted of employee time-keeping 
systems, weigh scales, automatic meat slicers, coffee grinders, and 
punched card equipment. Hardly the glamorous “Creating a Smarter 
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Planet” organization we know today.
IBM’s secrets to success came from an unlikely resource who 

was named President in 1915: Thomas J. Watson, the second in 
command at National Cash Register. With just a few practical 
tenets, Watson laid down the enduring foundation for IBM’s 
success — a focus on the customer and on customer service, a sales 
culture that built trust and respect, and an environment that instilled 
pride and loyalty into every worker. The result? Profit, passion, and 
growth, with integrity. In the 1990s, IBM had to reinvent itself 
or risk becoming irrelevant in the marketplace, which it did by 
reemphasizing its customer focus and creating clarity in its positioning. 
In the 2000s, it had to reinvent itself again as the competitive 
landscape shifted once more, which it did by emphasizing its role 
in providing integrated solutions, not merely products. 

This is not a book about IBM. But as subsequent legendary 
leaders have proven, those enduring, practical tenets can serve 
every business well.

How Many of these Stubborn Market Challenges 
Are Grinding You Down? 
Each year a variety of organizations publish lists of the Top 10 CEO 
Challenges based on polling business owners and leaders. And inev-
itably, five stubborn market-related issues keep coming up again and 
again on these lists, although the order may shift from year to year: 

1. Earning Customer Loyalty and Retention 

2. Generating Sustained and Steady Top-Line Growth

3. Ensuring Bottom-Line Growth in Profit 

4. Building a Corporate Reputation for Quality Products  
and Services

5. Stimulating Innovation and Creativity and Enabling 
Entrepreneurship
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Why don’t we ever get traction and put those Challenges behind 
us? Because 70 years of thought leadership in the business press, 
from universities and in executive programs, has left us with more 
shoulds than hows and a lot of flavor-of-the-month distractions that 
sound promising but are hard to translate into bottom-line impact. 

Let’s change that.

This Book Is for You When …

… most of the books you’ve read are sitting on your shelf and have 

not had any impact on your business;

… some of the books you’ve read have inspired you but you 

struggled when you tried to put them into practice because the 

author shared the shoulds but left you to figure out the hows; and

… you’ve tried to implement ideas in the past as an army of one 

only to run out of steam, run out of time, or run out of focus when 

you find yourself spending more time trying to get people to 

change and get on board than actually implementing anything.

Move Beyond the Myths

Here’s your wake-up call and a bold promise.

MYTH #1
We’re Too Busy

FACT: All of us are busy. None of us have spare time. Or do we? 
Over 90% of executives polled admit that they spend between 1 
and 2 hours a day on e-mail … often more. So here’s your wake-up 
call: unless you work in the order entry department, e-mail does 
not move the needle in your business because it does not create 
cash flow, profit, or growth. In fact, it leaves you working everyone 
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else’s agenda when, as a leader, it is up to you to set the direction 
and lead by doing. E-mail is a nice, easy, reactive way to start the 
day and waste most of the morning. And it’s killing your company. 

MYTH #2
We Have to Be “Always On”

FACT: We’re tethered to responding instantaneously to our 
phones, our e-mail, and other interruptions, and there are times 
when that’s appropriate, but more often it’s simply busy work. I’m 
not saying that you have to abandon e-mail — it’s a part of our lives 
in the 21st century, just as the telephone and voice mail became a 
reality in the 20th. But what is currently in your in-box or on your 
priority list that is more important than securing the future of your 
business for your employees, your family, and your community? 
What’s more important than building a profitable, growing busi-
ness that can weather any economic turmoil that global change can 
throw at it? 

MYTH #3
There’s No Way Out

FACT: The noise is getting louder now that texting and social 
media elements are also in the mix of e-mail, voice mail, and more. 
Yet one simple shift is all that’s required to completely transform 
noise into results, and I invite you to share Appendix 1 with your 
entire organization to help them make that shift.

In the meantime, here’s my bold promise. 

If you have time for e-mail, you have time  
to once and for all overcome the stubborn  

business challenges holding you back .

When you follow the Solutions in Plain Sight outlined in this 
book and access the Rapid Results Resources that ensure you never 
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have to waste precious time reinventing the wheel, you will trans-
form your business in less time than you’re currently spending 
on e-mail. 

Close the Gaps when you apply uncommon 
strategies and tactics that will shift your 
thinking forever

Our biggest challenge as business leaders at all levels is simply to 
overcome the thinking that’s kept us stuck with those Challenges. 
Many of us were taught old-world thinking, long before today’s 
realities of the Internet, globalization, recurring corporate scandals, 
all-too-frequent recessions, and a rate of change that’s difficult to 
keep up with. It’s time to hold our beliefs, myths, and common 
practices up to a very harsh light of uncommon sense and retool 
for the future. It’s time to replace them with a road map that deliv-
ers results. This first section, Possibilities, is going to give you 
two powerful tools to do just that.

Most businesses won’t succeed in making the shift. They’ll 
remain mired in the “we’ve always done it this way” paradigm, 
because they simply won’t invest the time and energy to be open 
to new approaches, and they won’t take the time to build a road 
map that takes them to their Possibilities, step by step. They’ll 
continue to default back to “business as usual,” because they think 
it’s easier, even though they know it’s not working, and they need 
a new approach. Unfortunately, they’re unknowingly making their 
lives and the lives of everyone in the organization more difficult, 
and more uncertain. 

Take a look at the shapes in Figure 1. How many forms of 
transportation can you spot? Look carefully, as the shapes hold 
the key to your transformation. How many did you see? What 
were they? (Go to Appendix 2 for the answer.)
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Figure 1: HOW MANY FORMS OF TRANSPORTATION  
DO YOU SEE IN THESE SHAPES?

Rapid Results Resources: Put some energy into 

your regular meetings and start the process of 

Transformation with “The 101 Questions You MUST 

Ask Your Leadership Team.” Use a couple of the questions 

every week to get your team thinking about Profit, Passion, 

and Growth, and to get their creative juices flowing. Download 

your copy at www.ProfitInPlainSight.com/101Questions. 

Solutions in Plain Sight: Inform. Inspire. 
Motivate. Systematically Transform.

By opening the cover of Profit in Plain Sight, you’ve already taken 
your first step to becoming more open, more focused, and more 
successful. You’ve taken your first step towards creating a process 
for sustainable levels of increased profits. And you’ve taken your first 
step that will differentiate your business from your competitors’ when 
you implement well. Just keep turning the pages to make it happen.

 SOLUTION IN PLAIN SIGHT #1
Infuse Your Employees With Possibilities

What does it mean to Infuse employees? It means embedding the 
desire to be part of something more, to be the best, to behave every 
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day in ways that add value to your customers, and to earn profit 
with integrity that will help the entire company grow and succeed 
in the future. 

Figure 2: INFUSE YOUR EMPLOYEES WHEN YOU INFORM, 
INSPIRE, MOTIVATE AND TRANSFORM

Business leaders have over 260 windows 
of golden time in every quarter, and I’ve 
never met one yet who could fill each 
one of them with high value-add activities. 
Don’t believe me? See Appendix 1.

That means that the problem with 
transformation is not lack of time, it’s 
lack of focus. 

The only person who likes change is a baby 
with a wet diaper; they go from a place of 
discomfort to a place of comfort. Let’s put 
you and your team in wet diapers so that 
you’ll be motivated to change to dry ones.

 You’ll stretch your thinking in 
 every Chapter with three types of 
 provocative questions so that 
               change becomes more desirable 
                   than where you’re at today.

• Possibilities Questions 
  inspire and motivate you.

• Tough Love Questions engage your 
 team in the issues you’re facing. 

• Reflective Questions provide deeper 
 learning and sustainable transformation. 

 You’ll find an Action Plan at the 
 end of every Chapter. All you 
 need to do is focus, and take 
action on the Assessments, Rapid Results 
Resources and Action Items. 

You can do it. 
You will 
succeed. 

!!

IGNITE THE POWER OF 
INFORMATION IN TWO WAYS

CREATE INSPIRATION WHEN 
WORK BECOMES PLAY

MAGNIFY MOTIVATION WHEN 
CHANGE IS MORE DESIRABLE 

THAN THE STAUS QUO

TRIGGER TRANSFORMATION WITH 
FOCUSED TIME AND ENERGY

 Move beyond the myths we’ve 
 all been taught by questioning 
 what you think you know.

 Use Whole-Brain 
 Thinking to Close 
 the Gaps when you 
discover how a blend of logic and 
intuition can create AHA! Moments that 
will shift your thinking forever.

Success stories will inspire you to get out 
from behind your desk instead of trapped 
behind it, pushing paper. All the fun in 
your business is on the other side of the 
desk! 

 The Rapid Results Resources 
 deliver tools and techniques that 
 are visual, intuitive, qualitative, 
 and playful.
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It means engaging them with the Drivers of Transformation that 
you’ll see in Part I, Possibilities, which will give them the powerful 
AHA! Moments of information, inspiration, and motivation. 

It means involving them in creating the road map forward, 
because information, inspiration, motivation, and good intentions 
need to be turned into action before you can transform stubborn 
challenges into Profit, Passion, and Growth (see Figure 2).

People support what they create. When you Infuse your teams 
with the passion and talent to be part of the solution, you’ll divide 
and conquer the workload and transform your profit and growth 
more easily than you might imagine.

 SOLUTION IN PLAIN SIGHT #2
Enthuse Your Customers

What does it mean to Enthuse your customers? It means creating 
an environment where they love doing business with you and know 
that your success is part of their success, because you save them 
time, make or save them money, solve real problems for them, give 
them peace of mind, and make them feel good. It means being the 
path of least resistance and getting it right the first time. It means 
they’re happy to pay for the value you provide.

It’s what happens in Part II, Practicalities, when you take action 
with the systematic approach of the Profit in Plain Sight Framework 
to solve the five stubborn challenges that are holding you back from 
leading your market by industriously activating your road map to 
success (see Figure 3).

1. Activate the power of Infused employees with the Two 
Drivers of Transformation. 

2. Trigger the factors that Enthuse customers as you system-
atically overcome five stubborn market-driven challenges 
with integrated solutions that build upon  
each other.
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3. Achieve Profit, Passion, and Growth … in less time than 
you’re spending on e-mail.

Figure 3: THE PROFIT IN PLAIN SIGHT FRAMEWORK

 SOLUTION IN PLAIN SIGHT #3
Overcome Your Biggest Obstacles

Right now you may be thinking you don’t have the time. Your peo-
ple aren’t onside. You have other priorities that need your attention 
and focus. You’re uncertain of whether you can make a commitment 
to see this through. You don’t believe that significant profit increases 
are possible in your business or in your industry. Hogwash! 
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Bringing the voices of your customers into your organization 
is a powerful, counterintuitive, yet proven, approach to see what’s 
possible from a tactical perspective and will powerfully move you 
past “we’ve always done it this way” thinking with each of five 
stubborn market-driven challenges. In this book, you’ll learn exactly 
how to do that for results. 

You’ll stop guessing at what it will take to keep your customers 
loyal for longer and know for certain how to become their preferred 
partner. You’ll stop guessing what they might value and know for 
certain how to deliver value to them that results in Top-Line Growth. 
You’ll stop applying bandaids to quality issues and get the sludge 
out of your system to stop the profit leaks and grow your Bottom 
Line. And you’ll know exactly how to avoid “me too” inventions 
that are passing for innovation and innovate in low-risk, low-cost 
ways that will set you apart from your competitors.

The Only Person Who Likes Change Is a Baby  
with a Wet Diaper

Even with technology, globalization, credit crunches, and economic 
turmoil, people still need to buy goods and services and people still 
do business with people. The need to enthuse your customers with 
the desire to do business with you and to infuse your staff with the 
passion and talent to deliver never changes. 

What does need to change is how you tackle those five stubborn 
market-driven challenges, and therein lies the stumbling block. 

Your people can’t buy into the typical approach of an endless 
stream of unrelated tasks, so-called best practices (which don’t 
differentiate you from your competitors), flavor-of-the-month 
management and proverbial silver bullets. Over 90% of business 
owners, leaders, and key employees polled admit they get lost 
chasing bright shiny objects, and those are simply the equivalent 
of trying to change nice, dry, comfortable diapers to icky wet diapers 
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that don’t make sense to your people. Uncertainty, seemingly wasted 
time, wasted effort, confusion, and the feeling of a lack of progress 
simply causes fear and resistance.

Harvard Professor W. Earl Sasser was the first to refer to the 
plethora of stand-alone tactics as “Kidney Stone Management” (his 
lengthy list back in the 1990s has only expanded with time). We’ve 
trained our staff to expect that whatever new idea is out there, it’s 
a kidney stone — it will only cause them pain for a while, it will 
pass, and business as usual can return. No wonder our people 
are burned-out and skeptical when so many new initiatives are 
launched, so many seem important, and so many run out of steam. 
Explain Kidney Stone Management to your executive and manage-
ment teams at all levels. You’re guaranteed a few rueful chuckles of 
recognition and an AHA! Moment that indicates that approach is 
no longer going to be part of your leadership practices.

That’s the reason Profit in Plain Sight will make a difference 
when others haven’t — solving these Challenges for good comes 
down to realizing that you’re in wet diapers and wanting the dry 
ones you’ll get by shifting the way you do business. Dry diapers are 
the result of implementing the step-by-step road map of over 57 
detailed, value-add Profit and Growth Accelerators for near term 
yet sustainable Profit, Passion, and Growth.

When your people have a mental map of where they’re going, 
and how they’re going to get there (see Figure 3), Kidney Stone 
Manage-ment is no longer a problem and they will be informed, 
inspired, and motivated to get into the dry diapers. A systematic and 
integrated process rather than a series of disconnected events will 
consistently create successes and a sense of forward momentum 
and progress — the transformation you’re looking for.



12      Profit in Plain Sight

You Don’t Have to Go It Alone

Unsuccessful businesspeople try to go it alone, reluctant to show 
their weakness by asking for help. Successful businesspeople ask 
for help all the time. They call it getting input and they know the 
value of not reinventing the wheel. Profit in Plain Sight is the window 
to Rapid Results Resources that are not just shoulds but specific 
hows — proven step-by-step instructions plus additional proven 
strategies and tactics that are beyond the scope of this book. They 
deliver results more rapidly and easily than you might imagine. 

They deliver smart practices specifically implemented in the 
context of your unique company. All you have to do is commit to 
transforming conventional passive reading into active learning 
for results.

Every business leader who has succeeded in doubling their 
profitability or more — in less than one year, in less time than they 
and their team were spending on e-mail — has identified obstacles 
to success. And as they began the process, they found that each 
and every obstacle dissolved with the straightforward, practical 
approaches laid out in this book. At this point, all you need to do 
is finish reading the next two pages, and take the actions outlined. 
Then, turn the page and do it again. That’s it. Are you with me? 

Summary

We’ve all heard that you can lead a horse to water but you can’t 
make it drink. But I always say that you can make the horse thirsty 
or make the water sweeter. From the sheer fact that you’re reading 
Profit in Plain Sight, I know you’re thirsty. 

Make Your Horses Thirsty Too

Embracing a process to transform challenges into opportunities 
doesn’t come from rigorous change management processes that 
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try to force-fit people into a change that they haven’t bought into. 
That’s just leading the horse to water. Instead, it comes from nat-
urally leading your team where you want them to go by building 
an infused culture that thirsts for excellence and that reflects their 
desire to find the easiest and most effective ways to achieve that 
end. When you share this book throughout your organization, you’ll 
help lead your teams’ thirst for where you want them to go.

Make the Water Sweeter

Sweeter water means helping you and your organization find ways 
to streamline complexity and stay focused on what really drives 
your business forward. That’s where the systematic Profit in Plain 
Sight Framework is extremely valuable — bite-sized modules are 
easy to implement, in less time than you’re currently spending on 
e-mail. Make the process painless and make the water sweet when 
you take an integrated approach rather than succumbing to Kidney 
Stone Management.

I’ve spent time in the trenches “doing,” and even longer with the 
responsibilities of leading others. I’ve experienced the frustration 
of dealing with these Challenges over and over, just as you have. 
I’ve used every one of these Solutions in Plain Sight, as a leader in 
large and small companies and with my consulting clients. They’ve 
worked across a broad range of industries and they’ll work for 
you too. 

Simply. Accelerate Your Results 

There is really only one theme to this book — driving Profit, Passion, 
and Growth. We’re going to put many lenses on that theme, but 
never lose sight of that as our goal. 

There are only two outcomes you need to achieve in order to 
realize Profit, Passion, and Growth — enthusing your customers, 
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and infusing your employees. I’ll show you what you need to do to 
accomplish both.

There are Two Drivers of Transformation that serve as wet 
diapers to motivate change and, in Part I, you’ll see Possibilities as 
you learn how to activate them to kick-start the process and help 
you measure success and progress.

There are 15 practical, actionable Solutions in Plain Sight in 
this book and a total of 57 Profit and Growth Accelerators in the 
Profit in Plain Sight Framework. In Part II, Shift to Practicalities, 
you’ll see your Profit in Plain Sight road map unfold as we tackle 
each of the five stubborn market-driven challenges.

Whether you take action on every Challenge or cherry-pick just 
those that are holding your business back the most, you will see 
impact on your Profit. You’ll impact the Passion your teams bring 
to the business. And you’ll sow the seeds for Growth.

There are no quick fixes … but Rapid Results are within your 
reach.

You can reach and exceed your goals. You can secure your busi-
ness from the ups and downs of economic turmoil, and invest in 
everything you need to take your business to the next level and help 
drive our economy forward. You can finally feel confident in your 
plan for the future.

If Not You, Who? If Not Now, When?

Work is slogging it out in isolation; play is getting support to achieve 
breakthroughs and feeling a sense of progress. So go ahead and put 
some play back in your day and some bucks on your bottom line.

This Works. You Can Do It. You Will Succeed.
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Take these Actions 

Resource

1. Download your copy of “The 101 Questions  

You MUST Ask Your Leadership Teams” at  

www.ProfitInPlainSight.com/101Questions to 

start changing the conversations at every level of 

your organization. This is an ideal tool for execu-

tives and mid-level managers to use to spice up 

your regular team meetings and begin to shift 

your culture to one of profit and growth.

!!
Action 
Item

2. See Appendix 1 for the secrets of achieving focus 

and transformation in less time than you’re  

currently spending on e-mail.

3. Check out Appendix 2 for the solution to the 

“forms of transportation” brain teaser at the 

beginning of this Chapter.

Small Steps. Big Impact!
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Five Minutes, Five Questions:  
Reflect for Deeper Learning

Reflective questions at the end of every Chapter offer powerful deeper 

learning on how your thinking is changing, so that you can generate 

the AHA! Moments to break free of the conventional thinking that 

keeps you stuck when trying to solve five stubborn market-driven 

challenges. 

Reflection simply means taking the time to monitor what’s hap-

pening in your own mind, evaluate what you’re learning, and ponder 

what is shifting or changing in terms of your attitudes and behaviors, 

with the goal of eventually building a new mental framework of how 

things work. This will allow you to continually add relevant informa-

tion and discard the irrelevant. 

Your first step is internal transformation, to identify what attitudes 

have already shifted and what behaviors will follow. 

But the reflective process only works if you use it. 

Ask yourself these questions right now:

1. How can I use the reframing approach I saw in the brain teaser 

as a metaphor for opportunities hidden in our business?

 ____________________________________________________________

 ____________________________________________________________

2. Which items on the list of five stubborn market-driven challenges 

are top of mind for me right now — and why? 

 ____________________________________________________________

 ____________________________________________________________

3. How effectively are we solving those challenges today? 

 ____________________________________________________________

 ____________________________________________________________
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4. How often do our people see our efforts as Kidney Stones 

because we fail to give them the big picture with a road map 

for implementation?

 ____________________________________________________________

 ____________________________________________________________

5. How committed am I to create an environment where my 

horses are thirsty and the water is sweet?

 ____________________________________________________________

 ____________________________________________________________

Inform. Inspire. Motivate. Transform.  
Enthuse. Infuse. 

Are you ready to get started with the Two Drivers of Transforma-
tion that deliver big wake-up calls and pave the way to transform 
your business more quickly and easily than you might imagine? 

If you prefer, you can go right to whichever Challenge is your 
greatest burning issue today, and then work backwards to put 
the foundational work in place that may be required to trigger the 
transformation. 
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Your Wake-Up Call: Two 
Drivers of Transformation
Set New Goals for Profit, Passion, and 
Growth

Only a healthy bottom line  
keeps you in business.

Your Two Drivers of Transformation are:

1. Your Return on People 

2. Your Profitable Customer Ratio

PART

I
Start with  

Possibilities
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What could your business achieve if you could help every 

employee realize their capacity to help drive growth and 

success in your firm?

What could you accomplish if you could get inside your 

customers’ heads and find out what they’re really thinking, 

needing, planning, and wanting?

What would every day in your business be like if you 

could tap into every single scrap of talent and ingenuity your 

employees possess?
 

You’re about to get two wake-up calls that will forever change the 
way you see your business, just as you’ll always be able to see FLY 
instead of mysterious black shapes in the brain teaser. 

Here in Part I, you’ll look at Possibilities in Plain Sight with the 
Two Drivers of Transformation that clearly identify where you 
are at today, and begin to set the bar higher. Then we’ll build your 
road map to achieve the goals you’ve set as you overcome five 
stubborn market-driven challenges with the Solutions in Plain 
Sight in Part II, Shift to Practicalities

Simply bringing more awareness to some things that you take 
for granted, and learning new ways of interpreting Possibilities 
currently hidden in your business with two often-overlooked 
Drivers of Transformation will begin the transformative process.

• Driver #1 is your Return on People (ROP).

• Driver #2 is your Profitable Customer Ratio (PCR).



Part I: Start with Possibilities      21

The Two Drivers of Transformation Are  
for You When … 

… you want to recapture the Passion and Purpose in your 

business. Earning Profit and ensuring Growth is doing a job. Is 

that enough? No!! Everyone in your organization wants to be 

part of doing meaningful work — that is, on Purpose — that 

protects the business and their jobs from economic turmoil while 

providing opportunities for themselves, their families, every 

employee, and their communities. Passion comes from being on 

Purpose and building a legacy — an enduring and highly profitable 

company that top talent aspires to work with and that valuable 

customers never want to leave; a company with Legendary 

Value. The first Driver, Return on People, is the key to igniting 

your people to be the best, letting them know where they’re at 

today, and helping them get passionate about what they need 

to do to win.

… you want to earn Principled Profit. Profit earned with 

integrity means you’re “on Purpose” and that’s the most relevant 

measure of whether you’re delivering goods and services that 

meet the needs of your customers in an efficient and effective 

way. If you’re not earning all the Profit you want to today, it’s 

simply because you’re not delivering enough value or not 

effectively monetizing the value you create. The second Driver, 

your Profitable Customer Ratio, will help you change that. You’ll 

build a strong war chest to see your company, your employees, 

and your customers through turbulent economic times, and 

you’ll have the assets and the confidence to invest for growth. 

You’ll create the ability to give back to your community and to 

create a legacy. With the Profitable Customer Ratio, you’ll know 

exactly where you stand, and exactly where you need to go.

… you want sustainable Growth on Purpose: Profitable and 

sustainable Growth enables your company to invest for the 

future when and how you choose to do so. Purposeful Growth 

enables you to fulfill the responsibility of every leader to provide 
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opportunity, not uncertainty, for every stakeholder. When you 

have infused people who are bringing all their talent to the 

table, and when you have enthused customers who are loyal to 

the value you’re creating, you get profitable growth as an 

outcome. 

Ready to step up and realize your Possibilities? 

How a Financial Services Firm Leveraged  
Profit, Passion, and Growth

A founder-led firm launched an innovative reverse mortgage 

product that was well-understood and popular in other areas 

of the world, but new to Canada. 

Passion: Every person in the company was passionate about 

the mission to help house-rich, cash-poor seniors be able to 

achieve their goals and dreams, and took incredible pride in 

the wonderful stories shared by clients of how a reverse 

mortgage had improved their lives. The company had a 

profit-sharing model, and thus understanding Return on 

People and setting higher goals impacted everyone’s financial 

abundance. Passion for the work done, and passion to be the 

best, drove higher levels of performance. 

Profit: A lot of sweat equity and a clear understanding of what 

a profitable customer looked like resulted in a high level of 

profitability, earned with integrity. As a result, the company 

was able to build proprietary database technology that drove 

the business even more efficiently and effectively, to invest in 

a broader marketing campaign, and to hire top talent to 

expand the business.
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Growth: New, smaller markets couldn’t support the high-

cost sales model that was used in larger markets, but the 

Passion within the company drove a desire to expand the 

service to all seniors, in all geographic locations. When staff 

learned how to move past “we’ve always done it this way,” 

they discovered a way to partner with major financial 

institutions as distribution channels. Within less than a year, 

the company had expanded across the entire country, 

doubled its revenue and profit, and a lucrative IPO followed.

Your Takeaway: Profit. Passion. Growth. All within your reach, 
when you use your Drivers to infuse every employee as you 
inform, inspire, motivate, and transform.
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Benchmark Your Return  
on People
Shatter Your Speed Limits to Achieve 
Extraordinary Profit, Passion, and Growth

We overestimate what we can achieve  
in 1 year and underestimate what we  

can achieve in 5 years.

DRIVER

#1

What would your life be like if you could 

double, quadruple, or even increase your profits by a 

factor of 10 … safely, sustainably, and with integrity?

What would it mean to you and your family? 

Would you finally relax and stop working such long 

hours? Enjoy well-earned rewards from profit sharing 

or other incentives? Take the opportunity to reward 

good employees? Finally invest with ease in your 

current business or a new one? Bask in the respect
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from your peers and community? Have the security of knowing 

that you’ve built something extraordinary for future generations? 

What would it mean to your coworkers and your  

community?

You may be familiar with the story of Roger Bannister, the first 
man to break the 4-minute mile in 1954. You probably don’t know 
that two Swedish runners had been battling to run the mile in less 
than 4 minutes throughout the 1940s and had managed to shave 
5 seconds off the previous world’s best time, but they had not been 
able to break through the 4-minute psychological barrier, remain-
ing stuck just a second and a half over it. In contrast Bannister 
simply decided that the 4-minute barrier could be beaten and did 
what was needed, mentally and physically, to make it happen. Just 
46 days after Bannister’s renowned record, John Landy broke 
through and bettered Bannister’s record by almost half a second. 
When they raced against each other later that year, Bannister was 
the victor at 3:58.8, and his win is largely attributed to the moment 
when Landy looked backwards to see where Bannister was. The 
current men’s record of 3:43.13 was set in 1999.

How often do you look backwards at what you accomplished 
last year when setting next year’s goals? It’s amazing what can be 
achieved once we focus instead on looking forward to what is pos-
sible, and follow the lead of those who have already achieved it.

Return on People Is for You When … 

… you need to get your people onside, focused and passionate 

about your business;

… you need to change the mind-set in your organization to one 

where profits are a matter of pride to everyone; or
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… you’re tired of meaningless stretch goals, but still want to set the 

bar higher.

The first of the Two Drivers of Transformation is a key per-
formance indicator that’s rarely reported on by the business 
press, yet holds the key for seeing what’s possible and transforming 
your organization: Return on People (ROP), as measured by Profit-
per-Employee (P/E). I’ll share data that will enable you to Bench-
mark against 5 years of powerful statistics to spot trends in your 
industry and identify Possibilities by seeing what some of the best-
known companies in the world achieve. You’ll learn what to do to 
create pride and passion in your employees by linking the statistic 
of Profit-per-Employee to the positive emotional impact of Return 
on People. Once you see the Possibilities for your firm you’ll set new 
profitability goals and, in the challenges and solutions that follow, 
you’ll learn how to transform Possibilities into bottom-line impact. 

Tough Love: Ask Your Leadership Team Five 
Critical Questions

1. What is our industry standard for Return on People and 

where do we rank?

2. How do we know, with certainty, that the profits we’re 

earning today are the optimum for our business?

3. How fully engaged are our people in behaving like owners, 

passionate about profit and growth?

4. Could key members of the executive team take a leave of 

absence, knowing with certainty that our people will step 

up to create all the profits we need to do everything we 

want to sustain and grow our business for everyone?
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5. How willing are we — really — to become a John Landy 

or Roger Bannister and lead our industry … or is the status 

quo good enough for us?

Rapid Results Resources: Take 6 minutes to 

complete the “Are Your Employees Infused?” 

assessment at www.ProfitInPlainSight.com/Infuse 

and receive a customized report showing you exactly where 

your greatest profit opportunities lie. 

Now, let’s expose some common myths about profitability that 
keep you from seeing what’s possible.

Move Beyond the Myths

Which of these three myths are keeping you from realizing your 
Profit potential?

MYTH #1
Margins in Our Industry Are Relatively Fixed

FACT: I hear this myth constantly. Do you? So why is it that when 
you look at the Profit-per-Employee metric there are clear winners 
whose Return on People is substantially higher than their closest 
competitors? They are more immune to recession and thrive even 
in very commoditized industries such as office supplies, insurance, 
chemicals, communications equipment, food and drug, machinery, 
and more. Will you continue to settle for fixed margins … or shatter 
that myth? 
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MYTH #2
You Have to Choose Either Profit or Growth;  
You Can’t Have Both

FACT: Often companies that make the “fastest growing” lists are 
not profitable, which reinforces this belief. And many publications 
suggest that to grow quickly you have to sacrifice margins or make 
large investments that take years to deliver their ROI. With the 
Profit-per-Employee lens, it becomes clear that many of the firms 
leading their industries in profitability are also experiencing high 
growth rates. Large investments in people or capital are not required 
for profitable growth, as you’ll see in the many examples in the 
Benchmarking Report I’ll share with you shortly. When you think 
of the conversations in your company, do they focus on Profit? On 
Growth? Or on profitable growth?

MYTH #3
Revenue-per-Employee Is an Adequate Measure

FACT: When you look at almost any Top 100, Top 500 or Top 1000 
list based on revenue, you’ll find that one in five of those so-called 
“top” companies are, in fact, losing money! Typically, of the com-
panies on any list who experienced revenue increases from the 
previous year, about half of them will find that profits fell. Gross 
Margin or EBITDA (Earnings Before Interest, Taxes, Depreciation, 
Amortization) suffer the same myopic vision and hide the truth. 
Measuring revenue per employee simply creates, at best, mislead-
ing information, and, at worst, a false sense of security.

If you’re not consistently profitable at the very bottom of your 
income statement you’re simply not going to stay in business. How 
often do you find you’ve increased your revenues, but there’s 
nothing left when it comes down to the bottom line? Frustrating, 
isn’t it?



30      Profit in Plain Sight

Expand Your Thinking to Close the Gaps  
Is Your Business a Couch Potato, Weekend 
Jogger, or World-Class Runner?

You measure ROA, ROI, ROE, and more. Why don’t you measure 
ROP — Return on People? People are the most important asset, 
investment, and equity you have!! And when you value and engage 
them they’re the only resource that can dynamically drive your 
results to new levels, in good times and in bad. Get ready to find out 
how to shatter your company’s artificial barriers, shatter its per-
sonal best to date, and shatter the speed limits imagined by others 
in your industry, once you’re inspired by what others have achieved. 

In 2005, I started tracking Profit-per-Employee as a way to mea-
sure Return on People with data based on 72 industry categories and 
over 500 multinational companies. Since then, I’ve studied Canadian 
and global companies and found similar patterns. Over the past 
several years, some amazing results and fascinating trends have 
emerged. You may be surprised at what you’ll learn when you 
benchmark your firm.

Benchmarking against some of the best companies in your indus-
try and in the world is going to vividly change your sense of Possibilities. 

Rapid Results Resources: Find out how big the 

gap is between where you are today and where 

you could be, when you download the “Profit-per-

Employee Benchmarking Report” at www.ProfitInPlainSight.

com/Benchmark. You’ll spot trends as you look across 5 

years of Profit-per-Employee data and you can get an apples-

to-apples comparison with firms in your industry as well as 

an apples-to-oranges comparison with some of the leading 

companies in the world when you review all 72 different 

industry categories. Download it right now to get the most 

from the how to’s that follow. 
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The Profit-per-Employee Benchmark

Remember your school days when teachers used to bell-curve your 
grades? The bell curve in Figure 1 presents the same concept, rank-
ing publicly traded companies on a Profit-per-Employee basis to 
create an initial Benchmark for you.

Figure 1: BENCHMARKING YOUR RETURN ON PEOPLE1 

So what does the bell curve tell us about your Possibilities for 
Return on People? 

• Half of the 500 companies in this benchmark earn less 
than $29K of Profit-per-Employee per year… although 
that’s up almost 16% from last year. While this is going in 
the right direction, it doesn’t give them much room for 
investing in growth. They are some of the largest compa-
nies in the world ranked by revenue, but they are wrestling 
with the same stubborn market challenges that you are. 
Does that make big companies less intimidating when you 
think of benchmarking against them?

• The average company earns $69K of Profit-per-Employee 
per year – a solid C, also on a rising trend.

• The top 2% of companies earn an A by achieving in excess 

1 Results above are based on financial data reported in 2014. Download current results at  
www.ProfitInPlainSight.com/Benchmark. 

$-284K        -37K         6K        29K 69K 108K     505K    1.3M* 
            Median  Average

*Adjusted to remove “A+” companies Fannie Mae and Freddie Mac, due to special 
circumstances not available to typical companies.

$-369K -64K 5K 24K
Median

63K
Average

89K 460K 2.4M

2%0.1% 14%

F D C B A
34% 34% 14% 2% 0.1%
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of $505K of Profit-per-Employee per year – up from $460K 
last year. Many are beloved brands.

• Approximately 1 in 12 of the companies in the Bench-
mark are losing money, despite earning a place on many 
“top” lists on the basis of revenue.

Pause and re-read those bullet points.
Revenue-based metrics are among the most dangerous you can 

use to measure the success of your business, although it’s a com-
mon business practice. Now, I don’t know about you, but I think 
life’s too short to work for less than nothing unless it’s volunteer 
work done by choice!!

Clearly, some companies are leveraging human capital and the 
ability to execute better than others. Their talent pool finds uncom-
mon ways to deliver value to customers and generate extraordinary 
results that fund ongoing growth. Isn’t that exactly what solving 
five stubborn market-driven challenges demands?

Here are the shocking facts that solidify why this is a critical 
Key Performance Indicator (KPI): 

• Profit-per-Employee is the best measure of how well you 
transform the talents, ideas, abilities, and passions of the 
only true source of differentiation between you and your 
competitors — you and your people — into value that 
customers are willing to pay for. It is your Return on 
People.

• The top 10% of companies earn almost 3 times the average. 
The top 1% earn over 8 times that of the average company, 
and in almost every industry category, there are clear leaders 
and laggards. Which group would you rather be part of?

Take another pause and let those bullet points sink in. 
Now, isn’t running a great business all about engaging your tal-

ent to create value for customers and being rewarded for doing so? 
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Figure 2: WHICH FIRM DO YOU WANT TO BE?

Your first reaction to your Benchmarking results may be, “But 
I’m not a big, multinational company” or “Our tax rates are differ-
ent” or “It’s the exchange rate differences” or “Bottom-line profits 
can be manipulated, top-line revenue is a safer measurement.” I hear 
all of these reactions frequently and most of those leaders, although 
they’re doing a lot of right things, usually find that their company 
earns substantially less Profit-per-Employee than the average com-
pany. They’re usually a D — or even an F.

Since you’re in the section of seeing Possibilities so that you can 
escape “we’ve always done it this way,” I’m going to invite you to 
keep an open mind on this. I’ll show you why the statistics I’m giv-
ing you are relevant, regardless of how big or small your company 
is today or in which country your firm is headquartered.

If you have an accounting background, you’re probably think-
ing of all the ways companies work to minimize net profit by legally 
manipulating various charges to achieve a tax-friendly bottom line. 
Please set that aside for the moment because when all companies 
are doing so and doing so consistently, it becomes irrelevant for the 
purposes of this Benchmark. The Profit-Per-Employee Key Perfor-
mance Indicator (KPI) is not designed to be a precise financial 
methodology, but merely a tool to see greater Possibilities. As with 

Average 
Company

Top 10% earns  
3 times  

the average

vs vs Top 1% earns 8 
times the average
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all KPIs, it has both benefits and drawbacks, which are fully outlined 
in the Report you downloaded. You did download it, didn’t you?

 GAP #1
Many Firms Experienced 100% Increases in  
Profit-per-Employee Per Year in the 5-Year Period  
Bracketing the 2008 Recession

Did you? If not, you’ve got a gap between your Possibilities and your 
current state. The data shows that they didn’t do it by downsizing. 
Unfortunately, that is the quickest but most shortsighted and dam-
aging way to increase your Profit-per-Employee ratio. Instead, they 
found creative approaches for leveraging the talent within their 
organization to create value for customers. In fact, top-performing 
companies increased their number of employees during the 2006-
2011 recessionary period. Wouldn’t it be nice never to have to look 
a good employee in the eye again and tell them that their job has 
disappeared … or have the resources to hire all the talent you need?

A common question is, “But doesn’t the industry you’re in make 
a difference?” Yes, but not as much as you would think. Some indus-
tries are generally more profitable than others (just like in school, 
not every student can be an A+, and not every industry has the 
potential to be an A+), but when you look at the details in the 
Benchmarking Report (see Rapid Results Resources earlier in this 
section) you’ll see many industry categories include firms earning 
an A, B, C, D and F. Although they are in the same industry, they 
are performing at very different levels. 

In every industry there is usually one firm that consistently out-
performs all the others on the Profit-per-Employee metric. They 
simply leverage the talent they have better than anyone else to 
create value for customers that earns Profit with integrity. Shouldn’t 
that firm be yours?
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Here’s a Whole New Meaning to Follow  
the Leader

When I ask executive mentoring groups to share their Profit-

per-Employee results in a round table environment, there are 

inevitably a few in the negative ranks, several clustered at the 

low end of the bell curve, and one or two doing substantially 

better than everyone else. The shift in mind-set is immediate. 

Every one of the executives wants to know what the success-

ful group members are doing, and they want to be the ones 

with the bragging rights.

Your Takeaway: The scenery only changes for the lead sled 
dog. The fastest way to ignite pride and passion is to see 
someone else in the lead and decide to achieve more.

 GAP #2
Over Time Opportunities to Profit With Integrity  
Get Lost in Business as Usual

Costs have a way of working their way into the system, even good 
initiatives become outdated and market opportunities shift. You 
may be wrestling right now with low margins in highly commod-
itized markets, with no road map to address profit shortfalls with 
confidence. Yet seemingly minor opportunities to improve reve-
nues, uncover new growth opportunities, and reduce costs across 
a customer base can add up to big profits, especially in low-margin 
industries. Reframing what is possible based on Profit-per-Employee 
holds the key.

A poll of over 1000 business owners, leaders, and key managers 
shows most are seeking to increase profits by 10-25% within 3-5 
years until they see their greater Possibilities through the lens of 
the Profit-per-Employee Benchmark. Then a seismic shift occurs. 
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They are shocked to find that in settling for incrementalism, they’re 
being left behind by others who are achieving those goals every year. 

The Norm Is the Problem

When management groups are asked, “What would the rest 

of your team describe as a reasonable goal for increasing 

profits,” the answers almost always come back in the single 

digits. It’s an answer they’re not happy with because it’s 

below their own expectations, but it’s an answer we’ve all 

learned to accept as the norm.

Our Takeaway: Use the Benchmark as a tool to break out of 
complacency.

 GAP #3
You May Be Dismayed to Learn that Your Company 
Doesn’t Compare Very Well Against the Benchmark

Many business leaders initially find that their “grade” does not 
reflect all the time, energy, money, and sacrifices they’ve sunk into 
their business, and you may initially find this too. The Benchmark 
becomes a Driver of Transformation when implemented well, and 
the good news is that the wake-up call to your Possibilities is only 
the first step — knowing where you rank is a powerful motivator. 
Part II, Shift to Practicalities, will show you how to turn wherever 
you are today into a top-performing score.
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From a Dry Diaper to a Cold, Wet One

When a group of individual contributors, managers, and 

senior leaders in a 50 Best Managed company (with a profit 

sharing plan) gathered around the boardroom table to kick 

off their Profit in Plain Sight road map, they were asked 

where they thought they ranked on the Profit-per-Employee 

bell curve. The typical answer was a C. 

You could have heard a pin drop when it was revealed 

that they were a D- and that some of their competitors were 

doing better. Then the buzz started. With a noticeable level 

of enthusiasm, they wanted to know “how do we get to be 

an A+.” The comfortable, dry diaper that they’d all been used 

to had suddenly become cold and wet … and they wanted to 

change it. That’s passion that moves the needle.

Your Takeaway: Buy-in is immediate once people see  
Possibilities and want to be the best.

Rapid Results Resources: Don’t have your 

copy of the “Profit-per-Employee Benchmarking 

Report” yet? There’s only one way to know where 

you stand, how big the gap is, and where you can go. 

Download your Report and take 30 minutes to read it and 

Benchmark your firm right now: www.ProfitInPlainSight.com/ 

Benchmark.

Perhaps you’re already outperforming your industry. If so, set 
your sights higher, against the overall Benchmark. There are many 
B, A and even A+ Roger Bannisters and John Landys that you can 
be inspired by and learn from. 
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Many leaders polled say they are only somewhat confident that 
they have the skills and abilities within their company to achieve 
the level of profitability they need, let alone the one that they want. 
All of them agree that sooner would be better. There’s a gap and 
they don’t know how to close it. So they settle for less.

Consequences: 
Lost Dreams Due to Business as Usual

Unless you know how well you could be doing, how do you know 
with certainty how well you should be doing? Not knowing is 
simply foolish.

Taking action to Benchmark and set the bar higher might seem 
like a “nice to do” and who’s got time for that? You do, if you have 
time for e-mail every day. Every year that you settle for achieving 
less than you could costs your company opportunities that you can’t 
regain. You can’t afford not to achieve your full potential, because 
your competitors will leave you in the dust. 

Without exception, every business leader I’ve spoken with has 
identified investments in their business that are either on hold due 
to lack of profitability or which could be achieved more easily with 
a better bottom line and a stronger balance sheet. Take a moment 
to study the What’s on Hold Checklist (see Figure 3) and fix in your 
own mind what business as usual is costing you in the way of missed 
opportunities.
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Figure 3: OUR BUCKET LIST: WHAT’S ON HOLD BECAUSE  
WE NEED MORE PROFIT?

Our current profits are 
preventing us from  

being able to:
(check all that apply)

With a “Sky’s the Limit” 
bottom line and a stronger 

balance sheet we would:
(check all that apply)

 � Invest in new equipment  � Invest in new equipment

 � Reduce debt  � Reduce debt

 � Hire more talented people  � Hire more talented people

 � Invest in/acquire new facilities  � Invest in/acquire new facilities

 � Fund acquisitions  � Fund acquisitions

 � Become fully automated  � Become fully automated

 � Expand into new business 
sectors/locations

 � Expand into new business 
sectors/locations

 � Increase capacity  � Increase capacity

 � Give raises to good people  � Give raises to good people

 � Implement meaningful profit 
sharing

 � Implement meaningful profit 
sharing

 � Do more marketing  � Do more marketing

 � Invest in training  � Invest in training

 � Invest in technology  � Invest in technology

 � Buy back shares  � Buy back shares

 � Position for a liquidity event/
buy out

 � Position for a liquidity event/
buy out

 � Sleep more soundly  � Sleep more soundly

 � Other: ___________________  � Other: ___________________

On a scale of 1-10, how badly do 
I want us to recapture these lost 
opportunities? ______ 

On a scale of 1-10, how badly do 
I want these change-the-playing-
field opportunities for us? ______
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Think carefully before you answer those two final questions. 
Taking action on Profit, Passion, and Growth isn’t for everyone. Do 
you want it badly enough to do something about it, or is it simply 
a “nice to do”? Without a strong desire to achieve one or the other 
or both lists, I can’t help you. 

But if you are willing to commit to going beyond business as 
usual and making your list happen in less time than you’re spending 
on e-mail today, I can. 

Are you highly confident that you’ll get there with what you’re 
doing today?

My goals are two-fold: to get you to expand your sense of 
Possibilities by setting new goals and to help you become highly 
confident in reaching those goals. 

The confidence to achieve extraordinary goals is what you can 
achieve with the proven strategies and tactics included in this book 
and with the resources that accompany it. 

I Didn’t Know I Couldn’t

In my very first job out of university, I turned an industry-

standard 40% discount into an average discount of less than 

5% in a highly competitive industry where everyone was 

scrambling to come in with the lowest price. I was selling 

business forms back in the carbon and carbonless days, and I 

simply asked two questions: Show me a completed form, and 

show me where each part ends up going. I almost always 

found waste and I was almost always able to recommend a 

smaller form with fewer copies. 

I could quote list prices and eliminate discounts because 

I’d changed the playing field. It was simply a matter of taking 

the time to have a Value Creation Conversation with my 

customers, while most of my competitors simply asked if they 
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could quote on what already existed. My customers benefited, 

my company benefited, and I benefited — just by selling 

value, not price. I was able to do it primarily because I didn’t 

know that I couldn’t. I was young, enthusiastic, and since my 

commissions were inversely tied to my discounts, I was 

motivated to figure it out! 

Remember the early days of your career when anything 

was possible? How would it feel to go there again? Just 

imagine how quickly you could make the investments you 

want to make in your business if you could put that type of 

extra money on your bottom line, just by focusing on what 

you can do in your business, not what you can’t do because 

of those crazy things called industry norms. It’s those kinds of 

successes over the years that have been captured with how 

to’s in the Solutions in Plain Sight that follow. 

Your Takeaway: Dialogue with your customers is key to chang-
ing the playing field and achieving what is really possible. 

There are couch potatoes and world-class runners and we usu-
ally associate couch potatoes with underperformers who watch too 
much TV. That doesn’t apply to you, but as a useful motivator, try 
this. Whenever you sit down to flick on the news, a show, or sports, 
I want you to ask yourself if your company is a sluggish couch 
potato, a weekend jogger, or a world-class runner when it comes 
to your Return on People. Then, decide which one you want to be.

Solutions in Plain Sight 
Ignite the Passion and Pride to Be World Class

By the way, do you know what triggered Roger Bannister to go 
beyond performing the way he and others always had? He never 
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won an Olympic medal. In fact, he came fourth in the Helsinki 
Olympics in 1952 and acknowledged that had he won, he would 
probably have retired and would never have run the mile in less 
than 4 minutes in 1954. Instead, it took being disappointed in his 
level of achievement compared to others, setting a clear goal, some 
hard training, and a competitive spirit to reach a breakthrough. 

Hmmm, that sounds a lot like what Benchmarking your Return 
on People can do for you, doesn’t it? Nobody remembers who won 
Olympic Gold in 1952. But we all remember Roger Bannister’s 
4-minute mile. 

So I want you to delve into the report you downloaded and look 
at the goals that others have already reached — overall and in your 
industry. And then I want you to focus on shattering your speed 
limits on profitability.

However, if you decide you want to settle for life in the slow lane 
or rest on your laurels do yourself a favor. Close this book, pay it 
forward to someone else, and return to business as usual.

 SOLUTION IN PLAIN SIGHT #1
Your Wake-Up Call for Profit, Passion, and Growth

Take a moment right now to calculate your current Profit-per-
Employee (see Figure 4) based on information from your most 
recent Annual Income Statement, so that you can do a preliminary 
Benchmark. Make sure you use the absolute bottom-line number, 
Net Income, and not an interim measure such as Gross Margin or 
EBITDA. For your employee number, use Full-Time-Equivalent 
(FTE) numbers if you need to, but do not include contractors or 
other outsourced resources — for purposes of this exercise, you 
don’t need to be exact. If you don’t have access to this information, 
go ahead and skip ahead to Solutions in Plain Sight #2 where you’ll 
plot your industry information, and simply evaluate how various 
firms in your industry are performing.
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Figure 4: CALCULATE YOUR RETURN ON PEOPLE

RETURN ON PEOPLE
Seeing What’s Possible…

Write down your Net Income ÷ Number of Employees

How do you KNOW, with certainty,
if it’s a “good” result for your business?

Net income

=
Profit-per-employee

Number of employees

One of the challenges for some leaders is that they unintention-
ally “game” the metric. That is, they use various income numbers 
that are above the absolute bottom line or they round down the 
numbers of staff, especially if they’re a seasonal business. Do your-
self the courtesy of making this real. The Benchmark is based on 
the bottom-line income that publicly traded companies report in 
their financials and the employee numbers are based on their 
reported head count. 

Plot your Profit-per-Employee result on the worksheet in the 
Benchmark Report you downloaded. What’s your grade? Does it 
feel like the grade you want to earn, based on how hard you work 
in your business and how much value you deliver to customers? 
When you see what others have achieved, do you see Possibilities 
to improve it? Even if it’s bad news it’s better than not knowing, 
because now you can take steps to change the status quo.
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This Wake-Up Call Delivered Results 

One CEO in the retail electronics industry shifted his expecta-

tions from “maintaining where we’re at today” to “a profit 

increase of 25% in the next year” immediately after Bench-

marking himself on the bell curve. 

He then got very clear on where he added value that was 

different from the big box stores and that he could price for 

at a premium, selectively applied price-for-value actions, 

identified and cleared the sludge out of the service side of his 

business, and implemented several of the 5Rs of proactive 

customer profitability management (you’ll learn about these 

in a later section). 

He achieved the goal he never thought he could despite 

being in a highly competitive industry. His business went 

from struggling to thriving.

Your Takeaway: Take the time to Benchmark and get a 
wake-up call that will be well worth the effort!

 SOLUTION IN PLAIN SIGHT #2
Benchmark Against Your Industry

Your next step is to Benchmark against your own industry, to deepen 
your insights on your current performance and Possibilities. The 
Benchmarking Report includes 5 years of data across 72 different 
industry categories, and you’ll be able to find industry names that 
you recognize. Go ahead and plot your industry’s results on the bell 
curve worksheet in the report. Do you have some catching up to do 
or are you already performing at a higher level than your industry?

I often see leaders slip back into complacency if they find they’re 
no worse than their industry. That is not the point here. Your entire 
industry may be settling for less as a couch potato or a weekend 
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jogger. If you want to achieve the investments in your business that 
you checked off on the “Sky’s the Limit” list, you’ll want to be 
Roger Bannister or John Landy.

The Good News If You’re Not a Huge Multinational

The good news is that you have an advantage if you’re smaller and 
more nimble than the companies in this Benchmark. You will see 
a notable shift in your Profit-per-Employee results more quickly 
and easily, once you implement the near-term Solutions in Plain 
Sight in Part II, Shift to Practicalities.

Understanding Your Value Add Holds the Key

Nine out of ten leaders and their teams with revenues of 

$15-$250M find their grade to be a C or lower when they 

first Benchmark. Of those who fully implement the systematic 

Profit in Plain Sight Framework, more than 80% shift to a 

higher grade within a year. How? 

They fully engage their teams in hearing the voice of the 

customer and responding in value-add ways. You’ll learn 

those exact steps to listen in new ways and respond in ways 

that add value as you work through the material that follows.

Your Takeaway: When Benchmark results are shared broadly 
among all employees, the outcome is the information, inspira-
tion, and motivation to transform today’s bottom line into 
industry-leading results that reflect how much value you add 
to your customers.
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 SOLUTION IN PLAIN SIGHT #3
Now, Shatter Your Speed Limits

Leave behind whether you’re a D, a C or a B. This is not about judg-
ing you or about saying that you’re not doing the right things. After 
all, you’ve never had a tool before that shows you what is possible. 
This is about creating the outcomes you want by doing more things 
right to find the profits you need to fund your business bucket list 
and achieve the business goals that you’ve set.

Calculate the Profit-per-Employee that you’ll need to achieve 
everything you checked off on that “Sky’s the Limit” bucket list 
earlier. Ballpark it if you need to. For now, just mentally increase 
your net profit to the number you really want and use the exact 
same number of employees as you did before to calculate your new 
Profit-per-Employee. Do this exercise even if you don’t have access 
to your current financials. 

Leaders at all levels of the organization often give me the “yeah, 
right” look when asked to use the same number of employees to 
achieve much higher profit goals. Many of the Solutions in Plain 
Sight throughout this book and the 57 Accelerators in the system-
atic Profit in Plain Sight Framework leverage the resources you 
already have. As you pursue some of the more advanced aspects, 
it’s likely that growing your top and bottom lines will require more 
staff. When you implement the Profit-per-Employee metric as a KPI, 
you’ll update your employee numbers as you go. First, let’s see where 
you want to be with the talent you’ve already got. Humor me. Use 
the same number of employees this time around. 
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Profits Skyrocketed with NO Increase  
in Employees

Plot your new number on the worksheet in the Benchmark 
Report. Does that now feel doable and achievable based on seeing 
how other companies in your industry, and beyond, have already 
shattered the conventional standards that your competitors are set-
tling for? If this has inspired you to reach a higher goal, then we’ve 
achieved our first objective. You should have a bell curve that looks 
something like the one in Figure 5, where X is your Profit-per-
Employee today, Y represents your competitors and Z is the Profit-
per-Employee you require to fulfill the items on your checklist. 

Here’s how a small regional player in the financial services 

industry transformed into a publicly traded national company 

with twice the revenue and double the profit, all without 

adding more staff. 

We just needed to shake up the business model a bit to 

do it. Instead of relying on a conventional high-cost personal 

selling model with an “over the kitchen table” conversation, 

they formed alliances with major non-competing financial 

institutions where the end clients already had access to a 

trusted advisor. The advisor facilitated a sales teleconference 

between the client and an expert in a call center, and then 

simply processed the paperwork. 

What would often take two hours of travel and selling time 

was reduced to approximately half an hour, and enabled the 

regional player to expand into smaller markets where a conven-

tional sales model would have been prohibitively expensive.

Your Takeaway: You don’t always need more people when you 
can impact profitability with productivity. You may just need 
to trigger more value from the talent you already have!
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Figure 5: YOUR NEW BELL CURVE

Organizations often find that they’re currently at a D or a C 
and simply need to improve within a grade level or possibly move 
one grade higher to achieve their blue-sky profit goal and bucket 
list. We all used to be able to do that in school when we had to, 
didn’t we? But it meant we needed to study harder, get some help, 
or even hire a tutor. 

Rapid Results Resources: Access free  

resources to help and even get “tutoring” at  

www.ProfitInPlainSight.com/ProfitU. 

Use the Comprehensive Resources —  
Never Reinvent the Wheel

Your path to Profit, Passion, and Growth starts by sharing your 
Return on People information broadly across your organization. If 
only the executive team sees the gap and the Possibilities, then 
you’ve missed out on your most powerful opportunity to ignite 
pride in your organization — getting your people to want to lead 
the charge. Your people know they’re good. They want to be the 
best. They will help you close the gap if you show them what “best” 
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is and ask for their help to get there. When you show them what 
“best” is, that will ignite their passion to make it happen.

One of the biggest problems leaders and managers who want 
to implement the Profit-per-Employee metric across their organi-
zation experience is that their initial thinking trends to frequent 
measurement, breaking it down by department, and using it to drive 
incentive programs. This is exactly the wrong way to implement this. 

I also see leaders who are uncomfortable with sharing Profit-
per-Employee data with their employees, especially if they’re highly 
profitable or where unions are involved, due to the fear of trigger-
ing the “where’s my share” question. Many of the most successful 
organizations have profit sharing plans that are completely trans-
parent, but if that’s not in your comfort zone, simply share the bell 
curve in Figure 5 without the numbers and ask for their help to 
make the shift to a better grade.

Rapid Results Resources: There are straight-

forward ways to avoid these issues and implement 

for impact. When you’re ready to implement this 

powerful KPI to create pride and passion in your organization, 

download specific considerations and recommendations  

for how to do it the right way with the Return on People  

Implementation Resources at www.ProfitInPlainSight.com/

ImplementROP.

The other big challenge for leaders and their teams who get 
inspired by the Possibilities they see here is that they try to achieve 
their goals using the same tired approaches they’ve used in the past. 
Cutting costs and discretionary spending. Discounting to drive 
revenues. Delaying good hires. 

Stop! This is about transformation and you can’t shrink your way 
to Profit, Passion, and Growth. You want to break free of the “we’ve 
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always done it this way” mentality and finally transform market-
related challenges with the uncommon approaches of the Solutions 
in Plain Sight road map in Part II, Shift to Practicalities.

You’ll be pleasantly surprised by the amount of time you need 
to commit to really see impact on your bottom line — the owners, 
leaders, managers, supervisors, and individual contributors I work 
with find it to be less than the 1-2 hours they’re currently spending 
daily on e-mail. What if key members of your team and your entire 
organization committed to focus just as much time on bottom-line 
Profit, Passion, and Growth as they do on e-mail?

Do you think you’ll start to shatter some speed limits and move 
the needle in your business pretty quickly? Absolutely!

Set Goals; Get Results 

An executive in the specialty chemicals industry who saw this 

information in a seminar immediately said, “We’ve been 

setting our goals too low.” 

He had been willing to settle for $7K of Profit-per-Employee 

and realized just how much more potential he had, once he 

Benchmarked on the bell curve. He set a higher goal of $25K. 

His team used the Rapid Results Resources to achieve it in 

less than 1 year, in less time than they were spending on e-mail.

Your Takeaway: Don’t settle for being less than the best.

Summary

Knowledge of what is and what could be is priceless. Without it, 
you’re like a ship without a rudder, simply drifting with the tide 
instead of moving purposefully toward your destination. You waste 
a lot of time negotiating the numbers based on past performance, 
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instead of simply saying, “Let’s set the bar higher and build a plan 
to get there,” and then fully engaging the passion your people can 
bring to the table to help you. Otherwise, you’re leaving money 
on the table that should be yours and there will never be enough on 
the bottom line to make all the investments required to secure 
the future of your business in turbulent economic times and in a 
changing global economy. Your people feel at risk rather than part 
of the solution. Playing it safe with incremental increases is 
anything but. 

As with all things in business, Benchmarking your Profit-per-
Employee to ignite the power of Return on People and taking 
responsibility to strengthen your bottom line so that it reflects a job 
well done is an ongoing process. It’s the first of the Two Drivers of 
Transformation I promised you, and it’s just a starting point. 

You can spend a lot of time to figure out how to improve prof-
itability on your own or you can use proven approaches that deliver 
results.

You’ve learned that Profit-per-Employee is the best measure 
of how well you’re transforming talent into value that customers 
are willing to buy. With the downloadable Report, you now have 
the information you need to Benchmark against your own industry 
and against revered global leaders, to change your perceptions in 
the blink of an eye and to set and achieve extraordinary Profits by 
shattering your speed limits on profitability. Without Benchmark-
ing you will stay tethered, resigned to business as usual.

This isn’t a “nice to do” for “someday.” You want to take action 
on this immediately, not only to satisfy your curiosity, but simply 
because it will quickly and easily enable you to set the bar so much 
higher. Every time you watch TV, you get to decide if couch potato 
or world-class runner is where you want to be in your business.

When you measure, benchmark, infuse your team, set new goals, 
and follow a tried and true plan to achieve them, you have the poten-
tial and the means to lead your industry. You can follow in the 
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footsteps of those whose achievements in other industries inspire 
you and build a company that will change your life and the lives of 
those around you, starting with your people. They’ll appreciate it! 

Only 1% of leaders ever take action on what they’ve committed 
to do. Those are the 1% who are earning above-average grades on 
the Profit-per-Employee Benchmark. Throughout the book you’ll 
find Action Plans to help you implement the Three Solutions in Plain 
Sight that every Challenge includes. You’ll easily set the bar higher 
and engage your people in helping you get there. And that’s tough 
for your competitors to beat.

This works. You can do it. You will succeed.
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Take these Actions

Transformation takes more than awareness and good intentions.

✔
✔
✔

Assessment 

1. Take 6 minutes to complete the “Are Your People 

Infused?” assessment at www.ProfitInPlainSight.
com/Infuse, and send the link to your team so 

that you can compare notes.

Resource 

2. Download the “Profit-per-Employee Benchmark-

ing Report” at www.ProfitInPlainSight.com/
Benchmark to take action on the three Solutions 

in Plain Sight.

!!
Action  
Item

3. Schedule a team meeting to: 

• Ask the Tough Love questions from the 

beginning of this Chapter. 

• Compare notes from the Infuse assessment 

with your team.

• Get a very clear picture of what you’re putting 

on hold and what that is costing your busi-

ness, so that you can use the systematic Profit 

in Plain Sight Framework to achieve it. Shatter 

your speed limits by setting a goal that will 

really enable you to achieve your Sky’s the 

Limit list for your business.

• Commit to implement the Profit-per-Employee 

KPI as a catalyst to ignite pride and passion 

with your employees using the Profit-per-

Employee Implementation Resources at  

www.ProfitInPlainSight.com/ImplementROP.

Small Steps. Big Impact! 
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Five Minutes, Five Questions:  
Reflect for Deeper Learning

Your first step is internal transformation, to identify what attitudes 

have already shifted and what behaviors will follow.

1. How have my speed limits been shattered as a result of Bench-

marking our firm on the basis of Profit-per-Employee?

 ____________________________________________________________

2. What would the type of Sky’s the Limit increase that I’ve  

calculated mean for our business?

 ____________________________________________________________

3. What resistance am I feeling at the moment? Do those concerns 

hold true as I examine them or do they simply reflect patterns 

of thinking that are keeping us stuck?

 ____________________________________________________________

 ____________________________________________________________

4. What resistance do I anticipate from my team to setting goals 

that shatter our speed limits? How will I open their minds and 

help them reset their expectations without having to shoulder 

the entire load myself?

 ____________________________________________________________

5. How genuinely committed am I to achieving the new profitability 

goals that will enable us to make investments in our business 

and what is the upside if I do? What is the downside if we remain 

stuck in business as usual?

 ____________________________________________________________

Inform. Inspire. Motivate. Transform. 
Infuse. Enthuse.




