
Collect ideas Identify solutionsCollect Ideas, Cont.Define the opportunity or 
challenge

Do we still trust 
employee time 

sheets, and how
do we trust 

them?

Topic Owner

Learning 
what kind 

of data that
works

Is it billable 
vs. un-​

billable? Tied to a
billable 

goal

Track 
billable 

time 
separately

Quarterly 
bonuses have
been a game 

changer

Those who 
enter by EOD,
are entered 

for a drawing

INCENTIVES

Chosen Solution To Complete In 30 
Days ⬇️

MUST 
be done

daily

Track 
capacity 

within a total 
work week

No 
track=no

pay

Bonus tied
to time 
tracking

Default=lose bonus 
(if not tracking 

actuals)

Are we 
tracking 

utilization AND
realization?

Does everyone
has the same 

value with 
their time?

Predictions 
are 

reflective of
data quality

Collect ideas Identify solutionsCollect Ideas, Cont.Define the opportunity or 
challenge

What are best 
practices with 
client a budget

process?

Topic Owner

JE

Paid/billed 
discovery 

work 
upfront

Tried 
templates, 

using historical
data

Sell sheet 
example. 

"$1500" is all 
we're gonna get

Currently 
happens, with 
net neutral/net

negative 
margin

"dummy 
jacket"

Gain a sole 
estimator 

vs. AE 
estimating

Small, medium, 
large budget 

options. Start with
large. Bump done 

if need be.

What is the 
direction to
the team?

Phased 
approaches to 
avoid sticker 

shock. 
Snackable.

Where 
does the 

client come
from?

Chosen Solution To Complete In 30 
Days ⬇️

Conflict 
avoidance 
from team

Clear distinction 
between tiers. Little 
budget=little results

Mercedes vs. Honda

Make the 
decision: cut 

the amount or 
cut the hours

Internal 
MarComm 

expectations 
vs. agency 

expectations

Who is 
selling the

work?

Whole 
process has

issues 
(quoting)

Is the problem 
the estimating 
or the chipping

away at the 
estimate?

How to get 
a realistic 
budget # 

from client?

Value is taken
into account 
(ex: template 

pre-​built)

Seek pre-​
approved 

budget level 
from client?

Collect ideas Identify solutionsCollect Ideas, Cont.Define the opportunity or 
challenge

How do you 
handle a team 
member that is 

telling you "what 
they won’t do"?

Topic Owner

Lisa

What does 
this say to 

other 
employees?

Is the goal 
post going 

to keep 
moving?

Are we 
fearful that 
she'll take 

clients?

Clients 
lllloooOOOve

her <3

Set new 
parameters

Are 
clients 

suffering?

Is it that
bad?

Chosen Solution To Complete In 30 
Days ⬇️

Is the issue 
our 

expectations
of her?

What are the 
"what ifs"? 
Document 

these, and their 
outcomes

Childcare
issue

What's her 
why/reason?

Is she 
trying to fix 

her 
situation?

Are you OK 
being held 
hostage?

FEAR

Collect ideas Identify solutionsCollect Ideas, Cont.Define the opportunity or 
challenge

Who owns 
client 

strategy?

Topic Owner

Jenny

Who are the 
players that 
could have a 
say in client 

strategy?

Create a team.
Each member 

owns their 
skillset.

They are 
not writing 

the 
strategy

What are the 
strategies 

like? (tactical 
vs. strategic)

AM/AD is 
responsible for

outlining big 
picture goals

🩲=tension

Go back to the 
tools, templates,

and briefs. Do 
they have the 

right questions?

Paid media 
brings the 

budget plan 
forward for 

review

Clients sign off on 
entire budget for 

the year, that 
changes 
quarterly

Chosen Solution To Complete In 30 
Days ⬇️

Sell the 
planning and 
strategy on 

the front end

Everyone in 
the agency is 
accountable 
back to the 
brief or tool

The highest 
ranking 

person is the 
leader of the 

project

What does 
accountability 
look like for 

client strategy?

PM's come in 
after outline that 

direct 
budget/productio

n needs of the 
strategy

Paid media,
content, 
creative.

Finding someone 
who loves 

answering client 
questions. 

Oversees account 
planning.

ConsequencesEducation

Education

Hours vs. 
value?

Bracket the
budget 

range with 
the client

How is the 
work being

sold?What are the 
ramifications 

of blowing 
estimates?

Set the 
expectation on
what overages 

are OK

real 
reason?

Face it 
on 

paper Talk to her 
on a 

personal 
level

Collect ideas Identify solutionsCollect Ideas, Cont.Define the opportunity or 
challenge

As you scale,
how do you 

scale 
meetings?

Topic Owner

Josh

How to 
prepare for
a meeting

23 people. 
Mon/Thurs are

stand-​ups. 
Mondays are 

in office

Articulate 
what makes 
a meeting 
successful

Book: 
where the
action is

What types of 
meetings are 

available? 
(inform, act, 

etc)

Create 
accountability

Set a 
regular 
meeting 
schedule

Level 10 
Meeting 

(EOS)

Do this 
for clients

too
Chosen Solution To Complete In 30 

Days ⬇️

Each meeting to 
have a structured 

agendas. Make 
sure each agenda 

has a time.

Inform the 
group of the 

meeting 
purpose, before 

the meeting

Working 
blocks during 

the week. 
(Tu/Th=no 
meetings)

What is the 
default 

meeting 
time? Consider cutting 

all meetings by 10
minutes at least. 

Reframe the 
mindset. Gamify 

it!

How to not 
have a 

meeting 
twice

Are you 
in 

office?

Reminders 
are posted in 
conference 

room

Go back to 
square 1. 

"How To Run 
A Meeting"

Owned by: 
whoever 
sets the 
meeting

Collect ideas Identify solutionsCollect Ideas, Cont.Define the opportunity or 
challenge

How do we 
get creative 
in filling an 

income gap?

Topic Owner

Erin

Let the old 
clients fall off 
with your new 

build/price

Considering a 
resource fee.

Getting a snippy
reaction.

Announce the 
price in advance, 
and offer the first 

year free as a 
benefit

Does the 
client need 
to know the

rate?

Focus on 
client-​by-​

client 
profitability

Give the 
client 6 
months 
warning

Be early and
upfront with
your service 

fee

Look into 
developing 
a blended 

rate

Quote projects as 
"$ without project 

management"

20% as the norm

Clients get 
weird 
about 
hourly

Chosen Solution To Complete In 30 
Days ⬇️

Charge a 
project 

startup fee

Project 
management 
payment for 

managing 
client vendors

Courage 
when 

presenting 
your feeRate 

game=race 
to bottom

"Fuel 
surcharge": a 
fee for digital,
reporting, etc

Evaluate the 
account 

management time
as a potential 
revenue leak

A difference in 
reporting 

expectations 
between 
agencies

Focus on 
project rates

vs. hourly 
rates

Works with 
account managers

to organize 
production 

needs/client goals
Ever person in the
agency "owns" the

client strategy.

AM can "own" the 
client relationship.

Pulling in 
creatives: answer 

the "why" 
question. A 

strategic creative 
conversation.

Create on the 
front end a 

plan to sell the
service line.

Collect ideas Identify solutionsCollect Ideas, Cont.Define the opportunity or 
challenge

What are others 
doing for 
employee 

satisfaction and 
employee 
incentives?

Topic Owner

Ron

A bonus is a gift.

Income=incentive

Company 
productivity 

bonus to avoid
work hoarding

Random/surprise 
based incentives 
to staff has the 
highest impact

How are 
you basing 

their 
bonus?

FTE=set bonus

Leadership=set 
bonus

Owners: "we're 
going to back 
ourselves into 
an incentive 
expectation"

Profit sharing based 
on years of service, 

leadership level, 
core team allocation

(core value)

7 year, $20k loan 
for home equity

3 more 
years=turns into a

grant

No set amount. 
Based on agency 
performance and 

leadership 
discretion.

Started as a 
pilot program, 
then rolled out

to entire 
agency Chosen Solution To Complete In 30 

Days ⬇️

Employees 
don't always 
understand 
how profit 

sharing works

Helps make 
people more 

aware of jobs, 
estimates, and

profit.

Metrics are 
team/department 

based.

Account: Based on 
revenue & profit

Donate to 
employee 

emergency 
fund

One goal, 
aligned with 

company goal 
(paid 

quarterly)

All staff to 
know what 

their "bonus
potential" is

Based 
on EOS 
rocks

Predetermined
bonus=entitle

ment

Ask the 
team "what

do you 
want"

Collect ideas Identify solutionsCollect Ideas, Cont.Define the opportunity or 
challenge

How do we 
make more

money?

Topic Owner

Dave

You have 
to have an 
integrator

Generate 
ideas to 

expand the 
existing clients

Pitch to the client 
to share ideas and
grow each client 

through new 
service lines

Educates 
your current

staff 
members

Give the client a 
heads up, learn 
their updates, 
and seek their 

feedback

Is there 
someone who 

can "speak 
truth" to the 

CEO?

"The law
of the 

lid"

Can you 
buy the 

owner out 
or get out?

Look at your write
off codes.

What are you 
writing off the 

most/least?

Does your 
team know 

where to put 
their 

timesheets?

Chosen Solution To Complete In 30 
Days ⬇️

Throw the red 
flag on the 

field.

Be a disruptor

Let the people 
go pursue.

What/who is 
the lid?

2 sets of
the 

glossary

Seek the 
common 
areas of 

scope creep

Ownership must
understand the 
business/indust
ry/formula for 

an agency

How do 
you 

wrangle a 
owner?

Have you 
tried to 
follow a 
model?

Pushback
from 

clients

Client service 
agenda

Pull people from 
different 

accounts/skills

Do a deep dive
on pricing. Are 
you charging 

enough?

"Deep Work" 
(book). 

Attention 
residue.

Challenge the
"purpose and

intent" of a 
meeting

Try 
something
for 90 days

Audit our current 
meetings, what is 

coming out of 
those, who is in 

them

Show the 
client the value

they are 
getting for the 

fee

"small 
projects 
budget"

billing account 
service time is 

a huge AGI 
booster

It's all about how 
you sell it. Be proud 
of your own value!

Relatively new trend
in the last 30 years

Practice 
this sales 
language!

Incentives 
are team 

based/team 
created

Employees 
need to be at 

the agency 
for 1 year

Profit sharing based 
on years of service, 

leadership level, 
core team allocation

(core value)

Change 
the 

scope

Are you doing 
your work 

well? Look into
expenses

Where's 
the 

leak?

Use your agency 
management 

software to force 
clarity within 

internal reporting

Be clear 
with clients 

and the 
owner

Look at your write
off codes.

What are you 
writing off the 

most/least?Does your 
team know 

where to put 
their 

timesheets? Seek the 
common 
areas of 

scope creep

Where's 
the 

leak?

Throw the red 
flag on the 

field.

Be a disruptor


