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Foundation For
The Training

The Sales Environment Learning Laboratory (S.E.L.L.) is designed to help you identify ways in which
you will become more effective.  The success of the program requires the following:

1.  Attendance to each and every module.

2.  Attendance on time to each module.  Returning on time from breaks.

3.  No smoking in the training room.

4.  A commitment to use the concepts and materials for the duration of the program.

5.  Making commitment to specific action arising out of the material in each module, and following directions
of the trainer when in the training room.

6.  No telephone calls, interruptions or messages into the training room.  No magazines, newspapers or other
non-training materials read or displayed in the training room.  This includes food, gum, drink cups, etc. (except
as agreed to with the trainer in advance).

7.  Remaining in the training room for the duration of each session.  There will be frequent breaks.

8.  No drugs or alcohol during any break.  All prescribed drugs are to be cleared with the Training Manager.

9.  Conversations during the sessions are limited to between trainers and participants only.  Conversations
between fellow participants are not permitted.

10. Time of the completed training is unscheduled.  Do not make any plans immediately following the
completion of the training.

11. The content of the training is a private and confidential matter between you and the group.  All materials,
forms, concepts and  conversations shall be kept strictly confidential.

12. If a participant misses a significant part of any module, he or she becomes an observer for the balance
of the training.  Once a person has observer status, he or she will always be an observer in that training or
any other training thereafter.  An observer can never again regain participant status.

13. All cellular phones and/or portable paging systems are to be left outside the training room.  The Training
Manager will accept and hold all such units. Participants and observers shall be responsible for ar-
ranging such units to be checked and returned.

14. Nametags to be worn at all times during the training modules, and at all times be clearly visible.

15. Participants sit next to someone that he/she did not know or have a relationship with prior to the training.
This includes family, friends and business associates.

16. Participants shall not move any chairs during the training.

Signature______________________________________  Date_____________________
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company’s potential, and that enables
the manager to act, not react.  No
matter how large or small a business, if
there is no vision, the person in charge
can do nothing but respond to things as
they are.”

Laser™ training demonstrates that
the lack of an overall vision permeates
all the operations of a company.  This
is because, even when managers see
opportunities for improvement, they
can’t know with certainty what they
can expect from their organization in
terms of carrying them out.

Trimming the Waste of
One-on-One

Many of the methods developed
by Quantum Management and used in
Laser™ Training are, you could say,
unconventional.  For example, recruit-
ing . . .

In Laser™, managers are encour-
aged to double their staffs in a year.
This invariably meets with protests
from executives, who feel they are
already supervising all the people they
can manage.  They are also reluctant to
take time from an already full schedule
to seek out and interview potential
candidates.  And, of course, they point
out their payrolls could never handle
such a personnel increase.

This is where Laser™’s unique
recruiting philosophy really makes a
difference.  As Middough Ewell notes,
“Managers who want to actualize a
vision of steady growth can’t do it
using traditional management tech-
niques.  These techniques all use a

was a "guts and glory” occupation,
executives didn’t seem much troubled
by staff morale, under-productivity and
motivation.  The boss was THE BOSS,
and staff were, well . . . replaceable.
Today, companies are becoming more
aware of the high cost of employee
attrition and underutilization.  But until
recently, employers have had little
control over this human factor that can
make or break their business.

However, a look at what a Long
Beach based management training group
has achieved shows a much brighter
future.  Under senior partners Doug
Yeaman, Doug Yeaman, and John
Nicodemus, Quantum Management has
spearheaded an executive training
program yielding impressive results in
profit increases.  The program is called
Laser™ Training, and, among the dozens
of institutions employing Laser™ meth-
ods, none has failed to dramatically
increase profits within a two year period.

Company Visionaries
The primary thrust of the program,

according to Yeaman, is to “Establish a
vision  for each company, so the man-
ager can retain control of the organiza-
tion rather than resorting to controlling
personalities.”

Laser™’s definition of “vision” is
having an unwavering knowledge of how
the manager wants his or her company to
be and how it can be.  It is this knowl-
edge that creates a fundamental differ-
ence between managers.  “With vision”
claims Yeaman, “everything a manager
does emanates from a sense of his/her

LASER™ TRAINING
SHEDS NEW LIGHT
ON LEADERSHIP
by Suellen Mayfield

In days of yore, when management

Handle you,
not them.

Without an effective vision of
what you want and an efficient
way to implement it, your staff

can’t perform up to
its capabilities.
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one-on-one approach, which is very
time inefficient.  Thus, growth be-
comes predetermined by the manager's
own time limitations.”

Managers who participate in Laser™
Training learn to interview 50 candi-
dates at a time and know with certainty
which is best for them.

Laser™ also teaches a group man-
agement technique, so executives can
train and manage the staff it takes to do
the job, not the staff they have enough
time to supervise.  And a new accounta-
bility system ensures corporate leaders
of maximum production and “active
cooperation” by their staffs.

Proving Ground
When asked how managers could

justify significant increases in staffing
costs, Yeaman pointed out some
overlooked areas:  “Most executives
have no plan for attrition.  Unplanned
attrition is expensive.  An active
recruiting program saves on staff search
and production lag costs.  And Laser™
shifts budget priorities toward
directly income-generating personnel
and programs.  So, as you expand your
staff, you always have increases in
revenue.”

Perhaps most impressive are the
actual results of using Laser™ Manage-
ment methods.  Where traditional
wisdom would maintain that raising
personnel costs means lowering profits,
the experience of Laser™ graduates
proves, repeatedly otherwise.

An old adage has it that success is

Management Gems
made not from working hard, but
working smart.  Nowhere is this truer
than in a competitive business environ-
ment.

Through its Laser™ training
program Quantum Management may
have, at long last, come up with a way
to beat the system, simply by “working
smart.”

For the seeking executive, here are
some pearls of wisdom taught in this
extensive training:

• Production rises to the lowest
acceptable standards.  You can’t achieve
maximum production by trying to
manage people instead of standards.

• A leader is someone who can
awaken and evoke the leadership skills
in others.  The  most profitable element
of your job is keeping your people
inspired.

• You never have to fire anyone.
Once you enlist your company in
fulfilling your vision, it becomes
obvious who will go and who will stay.
(Not retaining “deadweight” is esti-
mated to save an average sized com-
pany up to $20,000 annually.)

Recruiting, managing company
standards, and creating accountability . .
that’s all there is to it, really.  But
within these three major company areas
lies the world of mismanagement.  A
world, according to Doug Yeaman,
“Laser™ Training is committed to
conquer.”

Company owners and managers
who wish to learn more about the
Laser™ program can do so by calling
Quantum Management (619) 454-3094.

More people means more business.
New business start up for this real estate firm closely followed the projection through February.  In May, a
halt in recruitment resulted in a rapid decline in revenue.  Although recruiting began in June, the
accompanying lag in production resulted in a 8-month delay to reach the projected break-even point (see
dotted line extension).

Graph Showing Start-up
Profitability for New Office
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Many of us realize that effective time planning and management are essen-
tial. Still many of us do not incorporate good time management techniques into
our daily schedule. The purpose of this article is to highlight the essential
elements of effective time management and to provide some insight into where
and why time is misspent

It is important in utilizing time management principals that we under-
stand certain basic components.

The first component is realistic identification of productive and nonproduc-
tive tasks. Most lists are either dishonest or wrong.

The second component of the system is a written plan. Planning without
writing is daydreaming and will not support your goals. The form of such a
plan is not important; however, it must contain a daily schedule for listing
appointments and activities.

The third component of the system is a clear understanding of the terms
related to time.

What is time planning? Time planning involves recording what you are
going to do each day, week, and month. It is essential that you spend at least
one-half hour each day making a daily work plan. The plan must establish a
priority ranking.

What is time management? Time management is carrying out minute-to
minute and hour-to-hour planned activities.

How do we know what to do? The only effective way is to have a set of
written goals and a step-by-step list of written objectives or activities which will
accomplish the goals. Goals are long-range, direct results of primary and
secondary objectives. Objectives are short-range activities.

A written statement noting goals and objectives is the cornerstone of a good
time management system. To achieve a goal, clearly write it down, list the sort-
range objectives of attaining it, and make a commitment to do objectives.

We are in fact, the sum of commitments we have either  kept or broken.
Commitments must be specific, actionable and contained in time. For instance,
“I’ll make five cold calls by 10 o’clock.”

Most time management systems break down at this point. To avoid this,
you must recognize that you get what you want in life as a direct  function of the
price you are willing to pay. The price is keeping your commitments. You can
always recognize a true commitment by the result. If you made five cold calls by
10 o’clock, you had a commitment. If you did not make the five calls, you did
not have a commitment. In other words, a commitment is not a commitment
when it is made. It is only a commitment when it is kept.

We know a time management system must incorporate things to do, written down
in a priority-listed, daily planner, and that we must be committed to our plans.
Seems simple doesn’t it? Many of us have done these things and obtained a certain
level of success. The question is how can we earn more money in the same amount
of time or the same amount of money in less time. The key to doing this in real estate
is contacting people. You must be committed to a consistent, methodical basis with
continuous follow-up. The best tool to insure more contact with people is to
identify those tasks which lead to such contact.

More Money inMore Money inMore Money inMore Money inMore Money in
 Less T Less T Less T Less T Less Timeimeimeimeime

By Douglas M. Yeaman

Next, use your time management sys-
tem to analyze the exact amount of time
you spend doing those activities each
week. If you are not spending enough
time in people contact work, you can
change your objectives and activities to
bring them more in line with your goals.

People contact is the basis for success in
real estate. So let’s define basic catego-
ries of activities as they relate to such
contact. These categories include:

I=intermediately productive time
P=productive time
N=non-productive time

Intermediately productive time (I-
time) is that time spent making a direct
contribution toward face-to-face con-
tact in a selling situation with a client.
Productive time(P-time) is that time
spent in face to face contact in a selling
situation with a client. Non-productive
time (N-time) is time spent doing eve-
rything else. This does not mean that
nonproductive activities are not impor-
tant. In fact, nonproductive activities
may be crucial and take precedence
over I and P items; however, no matter
how pressing or important N items are
they will never directly lead you into
people contact.

It is essential to the success of
your sales effort that you carefully
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Productive Intermediately Productive Non-productive

Showing Property Open Houses and Quantum Home Tours Sales Meetings

Listing Presentations Cold Canvassing Planning

Contact in person Owners Mailers as follow-up General Research
and offering service

Contact in person Tenants Making showing Escrow Work
and offering service appointments

Discovery probing Market analysis for specific Training sessions
with prospect listing presentation

Obtaining price reductions Seeing or researching specific Property tours
or better terms on existing property for a specific client
listings

Closing with client Networking Organizing desk/week
Sign Calls if  at least one prospect Lunches, breaks, etc.
call/hour

Lead Seminars if at least one Writing ads
prospect/hour Reading this article

article, get out some paper. List your
goals in priority. Identify objectives and
activities that will help attain those
goals. Copy those objectives and activi-
ties into your time planner. Identify all
your activities as P, I, or N and accu-
rately keep track of how much time you
spend in each area. Keep yourself in
control by spending more time in I ac-
tivities. Block out an I-time day each
week. Above all, remember that if you
want to be a successful real estate sales-
man, you must make a commitment to
continuous prospecting. If you are not
prospecting, you are not working and
you don’t need a time management sys-
tem. If you want to prospect more to
earn more, rely on the fact that pros-
pecting of any kind does work. Get
involved in a time management system
that enables you to do more prospect-
ing and order more deposit slips to take
your cash to the bank.
Doug Yeaman of Quantum Manage-
ment Systems was the  important and
only source for this article.

identify I, P, and N activities. This will enable you to properly evaluate the use
of your time and make appropriate changes. Here is a list which will keep you
in the sales (people contact) business:

You can possibly think of more I and N items, however, there may not be
any significant need to add to the P items. The secret in making the above list
work for you is to increase P-time by every possible means. This means increas-
ing the I-time. You can always control your I-time items, whereas you may not
be able to go out and have a showing, listing, and closing appointments every
day. And what is the only source of I-time? You guessed it, N-time.

It is not suggested that you consistently miss sales meetings to do you
farming nor that training sessions and other functions are not important;
however, you can control your I-time. The more I-time you put in, the more P-
time you will create. Only productive time will put more money in your bank
account.

Analyze your working daytime and activities for a one week period. Unless
you are among the top 5 percent of salesmen, less than 20 percent of your time
will be P-time and more than 60 percent of your time will be N-time.

If 60 percent or more of your working day time is nonproductive, you are
out of control as a salesman. One of the features of the analysis of P, I, and N-
time is to let you know when you’re out of control so you can get back in
command. There is only one source of productive time and that’s intermediately
productive time. Get back into control by blocking out one 8-hour day per week
and devoting it solely to I-time activities, or if you’re not going to do I-time
activities, simply take the day off. Either way your relative production will
increase. Obviously, some of your I-time days will get out of control and result
in non productive activities. The key is to recognize when it happens, so you get
back in-control.

The key to effectiveness as a salesman is to control your time and channel it
into productive face-to-face selling situations with clients. This means making a
commitment to an effective time planning and management system which will
enable you to spend more time prospecting. Prospecting is simply building a
relationship with people. It is not getting a sale. Make every contact a win for
the prospect and yourself, regardless of the outcome.

Now, make a commitment to yourself. Immediately after you stop reading this
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Applied Psychotechnologies for Personal, Sociological and Organizational Megagrowth

Douglas M. Yeaman
Marsha Utain
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(Consultants: Col. Roger Bunting, Coordinator Reserve Components Support ; LTC Harry Thie, Office of Secretary of
defense; Cpt. Beth Walsh, Ordinance)

Some of the issues confronting personal and sociological growth in both the public and the private sector require
thinking that is beyond present limits. Previous points of view applied at a time when the future is so close that it feels
like the past, can cause from an old paradigm, an experience of victimization which is translated into unemployment,
inflation, hunger, incompetence, and inadequacy. The assumptions concerning finite resources, insufficiency and scarcity
are all based on fear which issues out of the experience of displacement from one frame of reference in time another,
closely akin to a time of the experience of displacement from one frame of reference in time to another, closely akin to a
time warp. Certain leading edge technologies, as the ones developed in this paper, provide the content for managing this
displacement and provide long term resolution of these issues cancerous to the very dignity of the human spirit.
Frustrations and blame are among the products of this cancer.

Leading edge
technology Through an installation of leading edge technology avail-

able off the shelf today, the following benefits can be
realized:

*The turnover rate of those that do not complete
their first term will be significantly reduced, resulting in
enormous savings to the army.

*Funds saved as a result of managing this attrition
will be turned back to the Army community through en-
hancing the quality of life, upgrading the conditions of the
soldier and adding to the experience of excellence.

*With more people completing their term, a larger
pool will be available from which to select career soldiers,
thereby permitting standards to be raised and opening
further the process of an Army of Excellence.

*There presently exists an alternate leading edge
technology for bringing the Army of the future into reality
today. It can reduce turnover by creating the condition of
enhanced personal responsibility for recruits to complete
their first term of enlistment.
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Closed loop
system

First, let us look at the closed loop system that creates the
present condition, a system that is of its nature  based on as
assumptions that are false:

*Shortages
*Insufficiency
*Finite Assets
*Limited Access

Negative
Assumptions

Further, in understanding closed loop systems, it must be
recognized that a negative cannot be proved. So, a closed
loop system relies on a “set” of negative assumptions in
order to “prove” a given reality. “If God had intended man
to fly, he would have given him wings” made sense up to
the invention of the airplane. For the same reason we
cannot rely on history to document the future.

Focus, clarity,
commitment

As an example, non-high school graduates have always had
a higher attrition rate. Therefore it is concluded by many
that not having a high school diploma is the problem.
However, the underlying issue is that people who do, do;
people who are committed do get high school diplomas and
produce results.  Those who are not committed, clear, and
focused, demonstrate that condition in terms of their
results. So, what we know as one of the items that creates
high attrition rates in the Army with non-high school
graduates is that they are not focused, not clear, and most
of all they are not committed. The diploma is not the
problem.

COMMITMENT
Therefore, if we are really going to deal with the issue of
high attrition rates, we need to look at the available leading
edge technology that creates focus, clarity, and most of all,
commitment.
Page 19



Stress:
expectation/acceptation
dynamic

Negative attrition in any organization can be described as
an individual’s neurosis for coping with stress. Stress
occurs structurally as a variance between forces. Psycho-
logical stress can be described as the variance between as
expectation and an acceptation. When that which is ex-
pected exceeds what is accepted( or what is really experi-
enced, as in a job), negative stress or conflict is produced.

Victim
orientation

If the person experiencing conflict has a victim orientation,
the stress will be processed in the form of: “It’s unfair”,
“They did it to me”, “I’ll show them”, “It’s hopeless”, “I’m
helpless, or “I’ll hide so no one can do it to me again,” and
so on in endless fashion.

Alignment
Any attempt to resolve the issues of turnover, or negative
attrition, will have a fundamental, absolute reliance on
creating alignment between expectations and acceptations,
between both the individual and the participating organiza-
tion. It is now possible to see that the first step in creating
alignment leading toward a commitment orientation re-
quires focus and clarity of expectations and reality. Accep-
tations are recognized as “the conditions for participation in
reality.” If it is a reality that a potential recruit “will be
expected to mow lawns” as part of his contribution to the
quality of life at his duty station, then that reality must be
created as an expectation. Even subliminal expectation will
work in the transformational process of self responsibility.
(It is important that the reader be clear in what is being
said.) We are not saying that alignment must occur.
What is being said is that the degree to which standards are
Page 21



managed by creating an expectation-acceptation alignment
is the degree to which the attrition rate is managed.

Managing
attrition

In other words, in victim context, the recruit who is told
that he will not be mowing lawns and then is ordered to,
experiences being lied to. If it is implied that he won’t be
expected to, or it is covered up as though he won’t have to,
he will feel conned or betrayed. And if he is told that it is
possible that he will, when he does he may not like it, but
the managing person interfacing with him in that conflict
may now rely on that communication to create the condi-
tions for him to be personally responsible. He chose his
participation, which included mowing the lawn and he now
reviews that choice. The process described here creates
wellness instead of sickness.

Acceptation
and
expectation

Acceptations and expectations are standards in an organiza-
tion. If an organization expected more than it accepts, the
experience contained in the organization is disillusion,
frustration, disappointment and the implied condition that
people “should be doing more.” If the Army has a Standard
that its young recruits mow lawns in contrast to spending
100% of their time in their attendant MOS, then the experi-
ence of the people managing them might be: “they
shouldn’t complain” and “They should do it.” If work
outside a specific MOS is expected and accepted by those
in charge of new recruits, and that information is available
in advance to the enlistment process, it supports the
enlistment process through communication and contextuali-
zation.

Contextualizing
“Job”

If the French chef who participates in the Cordon-Blue
School of Cooking were to work in a restaurant prima-
rily washing dishes, he would not think of himself as a chef
as a chef as he washes dishes. Yet, that same chef, em-
ployed as a chef, is expected, and it is accepted, that he
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wash his own cooking dishes and participate in keeping the kitchen
clean. This is an example of creating a context in which the person
(chef) is responsible for washing dishes-and his job.

Using
Standards
to manage
relations

Managing standards, both in an organization and with individuals,
is the process through which relationships are man aged.
High expectations contrasted with conflicting behavior. Orga-
nizations can choose to terminate the conflicting relation ship
with the individual, which is expressed as poor perfor-
mance, or bad, or wrong and resulting separation from service.
For the individual, he attrits, or retreats. A transformation of
personal responsibility results with a recontextualization of the
experience within this acceptation-expectation framework. A
recontextualization, as in our example of the “chef,” shifts the
“focus of responsibility” or the “focus of cause” to the indi
vidual and provides him with an opportunity to include his
expectation with his acceptation. This reduces stress.

Responsibility
Responsibility is a condition, and managing attrition is a
process. In the Army of the future, areas of intraorganizational
conflict will be identified though an application of the prin-
ciples of the acceptation-expectation dynamic, an therefore,
become predictable. . .and manageable.

Managing behavior
A principle fundamental to the management of behavior is
that in order to manage behavior, it must be predictable (which
is not the same as probable.)  It is predictable that if you lie to
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 a new recruit (in a framework of victim orientation) he
will feel lied to. However, in a responsibility orientation,
he will set up the circumstance or create the condition in
which the truth can be told and heard.

Responsibility training
For the training of the soldier of the future, it is

imperative that all people who interface in a responsible
position to him have responsibility training and access to
responsibility communication processes. The first stage, or
pre-entry process, is necessary to creating the condition in
which the recruit chooses into the Army responsibly. The
second stage of the process can be seen then as critical. It
creates the condition in which the recruit of the future is
provided with the framework of choices in which he
determines both his career and his nonmilitary future. This
occurs by including things he does not like in a larger
context of choosing his participation.

Pareto Principle

Traditionally with organizations, two-thirds of the results
are produced by one-third of the people. This is called the
Pareto Principle. Historically this factor has had a tendency
to be static. Managing standards instead of people provides
us with the feedback that creates a context for excellence
and growth.

Conclusions
The following conclusions are then available to us:

(1) An organization’s standards are the threads that
form the fabric that holds people who participate. Manag-
ing is both setting and discovering those standards. (We use
the term discover because an organization is dynamic and
developing, and therefore in a constant state of change.)

(2) The principles of personal responsibility are
developmental and therefore transformational. It results in
the focus of cause being a point of reference from which all
constructive communication sources. The acceptation-
expectation dynamic is organic and provides a context for
resolving personal and organizational conflict.

(3) Standards within an organization provide the
methodology in managing conflict through communica-
tions. They also shift the relationship of the participants
from a victim orientation to casual orientation or creating
future events.
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(4) All participants in the management interface
need to be trained in the process that enable responsibility
to be created and maintained within the Army as an opera-
tional context.

(5) A specific low cost/high yield method for
implementing stage one (pre-entry stage) would be to
include a responsibility training for all recruits and
recontextualize the recruiting materials, such as video
tapes, to include the technology of developing responsibil-
ity. For example, “time compressed subliminal pictures” of
jobs and activities traditionally “resented,” “disliked,” or
“misunderstood” by the potential recruit could be shown.
By drawing the analogy from his own experience as similar
to the analogy of the French chef, these activities would
become recontextualized. It could even be individualized if
the recruiter discovered background experience from the
recruit’s personal history and included that information
within that specific video viewing context.

Presented July 30, 1982
U.S. ARMY WAR COLLEGE
DELTA FORCE CONFERENCE
Leesburg, Virginia
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ACTION GROUPACTION GROUPACTION GROUPACTION GROUPACTION GROUP
GUIDELINES FORGUIDELINES FORGUIDELINES FORGUIDELINES FORGUIDELINES FOR
MANAGERSMANAGERSMANAGERSMANAGERSMANAGERS

AGGUIDE.PM3  JAW 06/89

We recommend the following:

That you:

1. Meet three times per week (no less than twice per week).

2. No more than 12 members per group (no less than 2 members).

8-12 1 1/2 HOURS

5-7 1 HOUR

2-4 30 MINUTES

*Ideal group has 6-8 members.

3. Conduct Action Group for a period of 6 months (no less than 90 days).

4. Set your minimum standard of production to 1 inception in the first 90 days;

1 inception per month or 3 per quarter thereafter.

5. Have no part timers in Action Group.

6. Invite/require only new licensees and/or agents who are below the declared

production standard to participate.

7. Insure the standards for Action Groups are on the foundation and clearly

understood by the participants.

8. Hold a one on one interview with new members to put them on foundation.  Be
certain that there are no questions about  the foundation.  Give them a brief expe-
rience of what to expect (use the one on one as an orientation).

9. At the interview, be certain that participants have their calenders available and the
appropriate dates are worked out for the duration of the Action Group.

10.Keep Action Group topics relevant to the participant’s  production.
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ACTION GROUPACTION GROUPACTION GROUPACTION GROUPACTION GROUP
FOUNDAFOUNDAFOUNDAFOUNDAFOUNDATIONTIONTIONTIONTION

THE ACTION GROUP IS DESIGNED TO HELP YOU BECOME

 PRODUCTIVE IN A MINIMUM OF SIX MONTHS.

YOUR PARTICIPATION IN THE PROGRAM REQUIRES THE FOLLOWING:

1. Attendance to each and every session.

2. Missing ___ sessions in a three month period, participant  chooses to
leave the company.

3. Attendance on time to each Action Group session;  Being  late three
times is the equivalent of one miss.

4. No smoking in Action Group sessions.

5. Making commitments to specific action arising out of each Action Group
session.

6. No telephone calls or interruptions during Action Group  session.

7. Remaining in the room for the duration of each Action Group session.

8. Conversation during action sessions to be limited to those between the
facilitator and participants only — no subsidiary  conversations.

9. The content of the program is a private and confidential matter between
you and the group.  All materials, forms, concepts and conversations
shall be kept strictly confidential

10.An agreement that as a condition of my association
with___________________ (broker) I agree to participate in this Action
Group and acknowledge the declared minimum production standard
(i.e.______________________).

11.An agreement to apply the concepts and to come to each Action Group
session fully prepared with my past and future commitments in writing.

I understand that I am responsible for the value I receive out of my partici-
pation in the Action Group.

AGFD8X11.PM  JAW  06/89
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ALIGNMENT
(Choice)

YOU DOMINATE
(Victimization)

1

3

2

ENVIRONMENT DOMINATES
(Hope)

Same as quadrants No. 2 and No. 3
but directed towards: Organizations;
Society ; Education; Government;
Environment; Inanimate objects;
Systems; Market Conditions; Com-
pany policy; Laws; Money; Time.

I DOMINATE
(Manipulation)

4

FEELINGS: Forced ; Helpless; Hopeless; Depression;
Suppressed hostility and anger; Inadequacy; Quiet self-
blame; Guilt.
ACTION: Covert rebellion; Undermining authority;
Sabotaging authority; Self-destruction; Blaming others.
WORDS: " If it weren't for you, I'd be. . .” "Why do you do
that to me?” "You expect me to when I can't” "You  won't let
me” "I could if only you. . .” "You should have, so I could
have” "You ought to, so  I could” "What you haven't done is.

FEELINGS: Cooperation; Sufficiency; Acceptance;
Recognition of self and others; Acknowledgment of self and
others; Selection Belonging Responsibility; Ownership.
ACTIONS: Commitment; Agreement; Action for results;
Process; Evaluation and Analysis; Planning; Equality
WORDS: “What has to happen for us to. . .” "How can we. .
. " What can I do to. . .” "Are you willing to. . .” "Where I'm
going is-how do you feel?” " What must we do to. . .”

FEELINGS: Forced; other person is wrong; Anger;
Hostility; Superiority.
ACTIONS: Overt Rebellion; Action to control; Overt attempt to
create group agreement; fight for authority; Finding fault in
others.
WORDS: "You can't make me. . .” "If you don't,  I will” "I won't
because you don't. . .” "I won't because I don't work that way ”
'I don't need to” 'That's my way, and if you don't like it. . .” "I'm
doing all I can, and you'd better. . . or else”

FEELINGS:
ACTIONS:

WORDS:{

WINWIN.PM3  CC  01/91
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SEVEN STEPS OF
ACCOUNTABILITY

SEVEN STEPS OF ACCOUNTABILITY PURPOSE

1. Did you make a commitment? --------------- To cause alignment

2. Did you keep your commitment? ----------- To tell the truth

3. What got in the way?--------------------------- To isolate the block

4. Could you have kept the commitment? ---- To take control  (Answer is always “yes”)

5. What would have had to happen? ---------- To take responsibility  (Answer always starts

with “I”)

6. What are you feeling now? ------------------- To cause Forgiveness / Create value

7. What is the lesson? ----------------------------- To renew vision/ inspire

Would you like to recommit or abandon the commitment?

1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890
1234567890

A B

GUILT ANGER
(Fear of the Past) (Unmet Expectation -

Fear of the Future)

FEAR

ACTNBLTY.PM3  JAW  06/89
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      ACTION GROUPS

PROBLEM DISASSOCIATION

EXAMPLE:
Agent does not meet quota and refuses to hold an open house
Before attempting to “handle” the  problem be sure that you are clear as to the
standard involved.
Use the following language to “Empower the Solution”:

1. What do YOU have to do...?
2. What will YOU need to do...?
3. What will YOU need to know...?
4. What would YOU suggest...?
5. What do YOU think might (work, solve, cause)... to happen?
6. What has to happen in order for... to happen?
7. What can  YOU do in order for  ... to be (resolved, solved, concluded,
    put together, handled)?
8. Given that we are (not going to, not ready to etc.) (what could YOU
    do, how are YOU, how could YOU)...?

EXAMPLE:
Agent refuses to be held accountable during action group

LANGUAGE:
1. What you are doing is not working for me or for the group.
2. I understand how you feel.
3. What has to happen for you to participate with us?
4. What can we as a group do to support you?  What will you need to do
    in order for it to work for you?
Identify the issue. Create alignment, not control.
Use foundation as last resort. Use FEEL, FELT, FOUND.

Language:
What is it that is not working for  you?
Are you willing to have it work?
What will you need to do in order to  have it work for you?
What can I (we) do to support you?
What has to happen for us to be supporting of you?
What has to happen for you to be willing to be supported by us?
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ACTION GROUPS
EXTENDED NOTES

1. If you find an agent who is highly resistant to the foundation, release them immediately from the Action Group.

REMEMBER: You only put people in Action Group that you are willing to let go. So what do you have to lose?

LANGUAGE: "It wounds to me like you don't want to be here. I really want you to be where you want to be. It's
okay that you're not here."

2. If anyone puts you, the Action Group, or other members "down," handle it in front of the group.

LANGUAGE: "Have you been making the amount of money you have been wanting to so far?

"I'll tell you what I do - I listen to anyone - but the only language in business is results. When
you're making it, then what you have to say will be more meaningful."

3. Spend a lot of time on foundation. Allow uncomfortable feelings to emerge. Tell them that this is appropriate.

LANGUAGE: "If you're uncomfortable now, it's going to get worse."

"Avoiding being uncomfortable is what causes you to be ineffective in commission sales."

4. The foundation is designed to bring up resistance, so stay with the process for as long as it takes to be complete.

LANGUAGE: "This may take all of your time - it is important that you agree to this foundation and that we
operate from this foundation. And we'll stay here as long as it takes."

Questions that Support the Process

1. What would have to happen...?
2. Where else in your life is this happening?
3. What is your communication to the group?
4. What is underneath that...?
5. So, what experience are you committed to?
6. What does this symbolize?
7. When do you want it to change?
8. What would you have to know to make it different?
9. What do you need to say?
10. Can you let it go?
11. Who made that decision?
12. Who can redecide?
13. Who has control?
14. What's the truth?
15. Who do you need to talk to?
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Audit Analysis of 85 Participants for Six Months Prior and
Six Month Following Participation In Quantum's

S.E.L.L.™ Training

Page 65

Audit Analysis of 18 Par-
ticipants for Six Months
Prior and Six Month Fol-
lowing Participation In

Quantum's
Masters™ Training
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QUANTUM MANAGEMENT SYSTEMS

High Performance Organizations:  From Myth to Magic

Page 67

Myth #1

Revolving Door TheoryRevolving Door TheoryRevolving Door TheoryRevolving Door TheoryRevolving Door Theory
A Case Study

Observation:
In this real situation the manager recruited better than
projected.  Around February-March, he made a deci-
sion that he was "full", stopped and lost his momen-
tum.  We held a meeting with him in May pointing out
concern and predicted a minimum of 6 months in lost
revenue and an equal shift in the break-even phase.
He adamantly denied saying we would not see this.
He asserted that he was substantially ahead of sched-
ule; he needed to take care of the people he had so
they wouldn't leave.  They left!  He went back to re-
cruiting aggressively.

Number of Associates by Month Situation:
Managers recruit until they "think" they are full, be-
lieving they don't want to artificially create turn over
or have a revolving door.  Recruiting typically takes
4-6 months lead-time; 4-6 months for agent produc-
tivity; 1 1/2-3 months for closing:  10-15 months for
a return on investment.

Profitability Cumulative to Date Situation:
This represents money involved in a new, start-up of-
fice, from day 1 until all invested money is recovered.
Break-even occurs at the bottom of the curve.  Break-
even for the office occurs when the invested money is
recovered.  There were two projections by the man-
ager.  The first was the manager on his own.  The sec-
ond, more conservative, occurred after we had
"couched" the manager on what we felt to be more
accurate assumption.

Observation:
The manager was very competent and dedicated.  We
consider him to be an excellent manager who simply
made a single error in his decision.  His decision cre-
ated what is called a phase shift.  The best he could
do given this phase shift was to recover 6-7 months
later.  Notice the illusion of current positive perform-
ance in February and March justified a bad decision.

Total Expenses Cumulative to Date Situation:
The other variable this could cause profits to shift is
expenses (the market remained the same). Observation:

Barring increases in expenses and a shift in the mar-
ket, we must look to number of agents & recruiting.
It is interesting to notice how well expenses are fore-
cast in 1-2 to actual.

MYTH1.PM3 TM 11/90
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High Performance Organizations:  From Myth to Magic

“I Will Get My Organization to be a High Performance“I Will Get My Organization to be a High Performance“I Will Get My Organization to be a High Performance“I Will Get My Organization to be a High Performance“I Will Get My Organization to be a High Performance
Organization by Doing What High PerformanceOrganization by Doing What High PerformanceOrganization by Doing What High PerformanceOrganization by Doing What High PerformanceOrganization by Doing What High Performance
Organizations do.”Organizations do.”Organizations do.”Organizations do.”Organizations do.”

A Case Study

Using a High Performance
Organization as a model is
like studying race car
driving by looking at a
photo of Mario Andretti
crossing the finish line.

By the time we model a High Performance Organi-
zation we are attempting to do what they do when they
are in the  top 10% of organizations; not what they did
when they were in the bottom 10% moving toward the
top 10%.

What do High Performance Organizations do
(have)?

1. They have lots of top producers.

2. Their top producers stay
3. People want to join them. (Recruiting is

Easy; lots of core producers)
4. They create excellent work environments;

good space; nice furniture; people have
fun.

5. The manager seems to take time off with
no serious consequence to the business.

So how are High Performance Organizations cre-
ated?

Exactly that! They are created..developed..they
are organic..they grow. You don't handle a mature
flower the way you do a seedling. They are cultivated.

High Performance Organizations have the culture
of High Performance. This culture reflects the ideals,
values..the standards of the manager. Managers are
leaders setting pace and the quality of the environment.

So what is Leadership? What do leaders do? In the
graph to the left two groups are represented. They are
in parallel markets. One group is a top producing group;
seasoned managers; leaders in their markets. The other
group is a group we worked with in applying the
principles of Laser Management. Work with this group
actually began seven months earlier than the graph
shows.

The two groups totalled eighteen offices. The
second group exceeded, and continued to outperform
the first group.

Leaders:
1) Have a clear vision of how things can/will

be.
2) Set minimum performance standards re-

flecting that vision.
3) Recruit individuals who share and reflect

these standards and visions.
4) Let go of people who need to go; "makes

the tough decisions"
5) Stimulate and encourage personal growth

and individual expression.

What keeps marginal offices
marginal is a faulty perception of

what "makes" an organization
extraordinary. All High Perform-
ance Organization are observed

"after" they already are.

Myth #2
QUANTUM MANAGEMENT SYSTEMS
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Daily
Work Planner
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                Client/Phone    Type    Day     Time    Next Step   Day   Time   Next Step

DateDateDateDateDate

 7:00

 8:00

 9:00

10:00

11:00

12:00

 1:00

 2:00

 3:00

 4:00

 5:00

 6:00

 7:00

 8:00

 9:00

OFFICE:

AGENT NAME:
WEEK BEGINS:

Weekly
Schedule

SUMMARY OF LAST WEEK:SUMMARY OF LAST WEEK:SUMMARY OF LAST WEEK:SUMMARY OF LAST WEEK:SUMMARY OF LAST WEEK:
   # of Open Houses______ #Leads______ #Drop by______#Probes______ #Write offer ______#Open Escrows______ # Closed Escrows______

TIP ANALYSIS:TIP ANALYSIS:TIP ANALYSIS:TIP ANALYSIS:TIP ANALYSIS:    #T_______%P_______%I_______%N_______Avg. Hrs. Day_______Avg. N hrs Day_______

Monday Tuesday Wednesday Thursday Friday Saturday Sunday

1
2
3

 Scheduled Open House Addresses             Date        Time

1

2

3

4

5

6

7

8
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TIP™
Analysis
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