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Introduction

1  What’s my bestselling line?

2  Who’s my successor?

3  Who’s my biggest rival?

4  How much should I be paid?

5  What’s the next technological shift?

6  What’s my profit?

7  What’s my most profitable line?

8  Is it investible?

9  What should next year’s profit be?

10  Who’s my best client?

11  Who’s my next client?

12  What else should my business be doing?

13  Who’s not pulling their weight?

14  Can I survive a downturn?

15  What do I waste money on?

16  What are my company’s strengths and weaknesses?

17  What’s the next big thing?

18  What might stand in my way?

19  Who do I know?

20  Who do I need to get to know?

21  What are my rivals up to?

22  What are my rivals’ weaknesses?

23  What do I waste time on?

24  What’s not worth the effort?

25  How big should my business be?

26  What are we getting right, what are we getting wrong?

27  Where will the industry be in ten years’ time?

28  What would a new owner do?

29  How much is my business worth?

30  Am I in the wrong job?

31  Am I kidding myself?

32  What’s the worst that could happen?

33  When should I leave?

34  Am I too emotionally involved?

35  What am I afraid of?

36  Who are the rising stars?

37  What am I doing tomorrow?
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Introduction

Anyone who has seen Dragons’ Den will know that the way we analyse an investment is by asking questions – what’s the profit, what are the projections, who are the main rivals, and so on. Given the popularity of the show, I’m surprised how few people have realised that it’s not just investors who should be asking these questions. Whether you run your own company or are employed by someone else, asking some Dragon-style questions about the state of your business will help you maximise your return, or plot the fastest route to the top.

The questions in this book are designed to help you analyse the strengths and weaknesses of your business and your industry, as well as yourself. If you want to know why you’re not making much in the way of profits, or are stuck in a mid-ranking position, then figuring out honest answers to these questions will help you understand why. Once you’ve come up with your answers, you’ll be able to start making changes that will transform your working life.

It doesn’t matter if your career started 20 years ago or 20 days ago, we should all be asking ourselves the same questions: where are the opportunities, am I getting paid enough, who should I be working with, what’s the next big thing? Whether you want to impress the boss or you are the boss, the questions in this book are designed to help you get the most out of every working day.

Duncan Bannatyne

March 2012








	QUESTION
	1



What’s my bestselling line?

IT’S AMAZING HOW MANY BUSINESS OWNERS AND departmental managers can’t answer this question. It doesn’t matter whether you’re in retail or the service sector, every business sells things and if you want your business to succeed, you need to know what you sell the most of.

Take my hotel business as an example. I need to know if I sell more weekend breaks or more midweek breaks. I also need to know if I sell more chicken or fish dinners in our restaurants. And in our spas, I need to know if people are ordering more massages or more manicures. Why do I need to know these things? Because if I can work out why one product is selling better than another, then I can use that information to a) sell more of it, but b) sell more of everything else too.

To work out your bestselling line, you first have to get hold of accurate sales figures for each of your products and/or services. It’s amazing how many businesses never bother to find this information out, relying instead on hunches and anecdotes. It’s usually because they don’t have the right systems in place for collecting the data, which means getting accurate figures is so time-consuming they never bother. Their sales data sits on individual desks or computers and is never properly collated. Or they might have an order book and a sales chart but never compare the two. Every manager has their sales data somewhere in their system but some have to look harder for it than others. Which means that if you run or are employed by a business that doesn’t harvest and process this kind of data properly, you can engineer an easy win for yourself by being the person who puts new data-collection systems in place. If you become the person who collects this information, you will find you soon have a great deal of power within your organisation.

Analysing the data

Once you’ve got your sales data, you need to analyse it to work out why one line sells better than another. Generally, consumers make their purchases based on one of four things: price, quality, service and convenience. However, other factors like fashion, branding, money-off coupons or a persuasive sales pitch can also make a difference. You need to scrutinise the data to look for correlations between your sales figures and other factors. For instance, look to see if there is a relationship between a recent advertising campaign and an uptake in demand, or if certain products sell well in certain price brackets. Perhaps you’re selling more of something because it is prominently displayed, either on your home page or on your shop floor. Depending on your business, you might also look to see if you sell more at the end of the month, or the beginning of the day, or during the school holidays.

Your data should also tell you how you get most of your sales – online, in person, over the phone, or maybe through an affiliate. This can help you target your resources to clinch future sales, and the further you burrow down into the data, the more information you’ll find to help increase sales. The more data you collect, the more useful it will be: gathering sales figures over time lets you spot trends and can tell you if you’re selling more of a particular product than you did this time last year, or if your sales are declining.

Once you’ve spotted these patterns and correlations, the next step is to ask yourself why your sales data is telling you these things. The correlation between an advertising campaign and a spike in sales is pretty bloody obvious, but other factors might take a little detective work to uncover. Perhaps the staff who sell your goods and services have been better trained to sell one product over another. Maybe the supplier gives them promotional material that helps them close a sale, maybe one offers better value to the end user, or maybe your sales team use the product personally and their passion for it shines through when they talk to customers.

There is one extraordinarily simple way to find out why your customers choose one product over another – and that’s to ask them. Consumers have got used to being asked for feedback. Where did you hear about us? Who helped you with your purchase today? It doesn’t matter whether you ask your customers in a formal questionnaire, or if you get your sales team to ask them why they’ve chosen a particular product at the point of sale, or whether you just call up a handful of key clients and ask them for their thoughts: it only matters that you ask.

Using the data

Once you’ve found out why customers buy certain products, you need to start putting the information you’ve uncovered to good use. If you use the data correctly, your bestselling line will start to sell even better.

For instance, you should now be able to predict with greater accuracy how many of a particular product you will sell at any given time, which means you can look at your stock-control processes and make sure that you never run out of your key product. You can make sure you have the staff in place to deal with demand at key times and that they are trained to deal with enquiries or problems. And if you know you can sell more of a particular product, then you will be in a strong position to negotiate better terms with suppliers, which in turn means you can make more of a profit on each sale.

The data you gather about your bestselling line can also help you boost the sales of other products and services. If your research tells you that better training, or better promotional literature, or a different price bracket has boosted the sales of one product, then it makes sense to apply those techniques to all your products and services. Might a few days of training lead to years of increased sales? Might a small investment in promotional discounts lead to increased enquiries from customers?

Finally, when you look at your sales data, you should also be asking yourself a supplementary question: what’s not selling? Does your company offer products or services that no one is interested in? Are there goods taking up space in your warehouse that no one wants? Are you training staff to provide manicures when most of your customers want massages? Not only can you maximise your profits on the lines that are selling, but you can use this data to cut your losses on the products that not enough people want.
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