
FOR EVERY TRADE BUSINESS OWNER

START UP.

SCALE UP.

SELL UP.
ANDY & ANGELA SMITH

AWARD-WINNING TRADE BUSINESS OWNERS + EDUCATORS + ENTREPRENEURS

FREEBONUS TOOLS INSIDE



LIFESTYLETRADIE.COM.AU

MEMBERSHIP
Lifestyle Tradie’s 

award-winning education 
and mentoring platform 

is for trade business 
owners who are starting 

up, scaling up or 
selling up.

LIVE EVENTS
Lifestyle Tradie Live is 
our national event tour 
designed to spark the 
change you’re looking 
for, from making more 
profit to creating more 

freedom.

COMMUNITY
The Lifestyle Tradie 
community is about 
speaking a common 

language, holding each 
other accountable, 

and providing 
unconditional support.

START UP.  
SCALE UP.  
SELL UP.

ANDY & ANGELA SMITH

Bh3241M-PressProofs.indd   3 6/02/20   9:48 AM



START UP.  
SCALE UP.  
SELL UP.

ANDY & ANGELA SMITH

Bh3241M-PressProofs.indd   3 6/02/20   9:48 AM



Published in Australia in 2020 
by Lifestyle Tradie Group 
PO Box 912 Mona Vale NSW 2103 
www.lifestyletradie.com.au

10 9 8 7 6 5 4 3 2 1

Copyright © Andy & Angela Smith 2020

This book is copyright. Apart from any fair dealing for the purposes of private study,  
research, criticism or review permitted under the Copyright Act 1968, no part  
may be stored or reproduced by any process without prior written permission.  
Enquiries should be made to the publisher.

National Library of Australia 
Cataloguing-in-Publication data

ISBN 978 0 6487104 0 0

Cover designer: George Autentico 
Cover images copyright: Toby Peet 
Editor: Clea Sherman 
Text design by Bookhouse, Sydney 
Typeset in 12.3/19.4 pt Minion Pro

Bh3241M-PressProofs.indd   4 6/02/20   9:48 AM

CONTENTS

Introduction It’s not your fault vii

PART 1 TRUTH BOMBS FOR EVERY TRADIE 1

1. You’re probably a control freak 3
2. We got off the tools, you can too 7
3. Start up, scale up, sell up? 16

PART 2 THE FREEDOM FORMULA 27

1. What does freedom mean to you? 29
2. Four signs of a broken business model 31
3. The right business model looks like this 34

PART 3 FIVE TACTICS TO POWER UP PROFITS 45

1. Quote like a pro. Win more work. 47
2. Repeat customers. Triple the money. 63
3. Customers want it now. Keep up. 77
4. Get out of your own way 93
5. Freedom in the shape of a flowchart 105

PART 4 WHAT’S NEXT? 115

Bh3241M-PressProofs.indd   5 6/02/20   9:48 AM



Published in Australia in 2020 
by Lifestyle Tradie Group 
PO Box 912 Mona Vale NSW 2103 
www.lifestyletradie.com.au

10 9 8 7 6 5 4 3 2 1

Copyright © Andy & Angela Smith 2020

This book is copyright. Apart from any fair dealing for the purposes of private study,  
research, criticism or review permitted under the Copyright Act 1968, no part  
may be stored or reproduced by any process without prior written permission.  
Enquiries should be made to the publisher.

National Library of Australia 
Cataloguing-in-Publication data

ISBN 978 0 6487104 0 0

Cover designer: George Autentico 
Cover images copyright: Toby Peet 
Editor: Clea Sherman 
Text design by Bookhouse, Sydney 
Typeset in 12.3/19.4 pt Minion Pro

Bh3241M-PressProofs.indd   4 6/02/20   9:48 AM

CONTENTS

Introduction It’s not your fault vii

PART 1 TRUTH BOMBS FOR EVERY TRADIE 1

1. You’re probably a control freak 3
2. We got off the tools, you can too 7
3. Start up, scale up, sell up? 16

PART 2 THE FREEDOM FORMULA 27

1. What does freedom mean to you? 29
2. Four signs of a broken business model 31
3. The right business model looks like this 34

PART 3 FIVE TACTICS TO POWER UP PROFITS 45

1. Quote like a pro. Win more work. 47
2. Repeat customers. Triple the money. 63
3. Customers want it now. Keep up. 77
4. Get out of your own way 93
5. Freedom in the shape of a flowchart 105

PART 4 WHAT’S NEXT? 115

Bh3241M-PressProofs.indd   5 6/02/20   9:48 AM



Bh3241M-PressProofs.indd   6 6/02/20   9:48 AM

vii

Introduction

IT’S NOT YOUR FAULT

“I know, I  know, I  know,” said struggling trade 
business owners everywhere.

You know you’re stuck in your old-school ways.
You know you’ve got cash flow problems.
You know you’re always squeezed for time.
You know your lack of self-belief is a barrier.
You know your wife or partner is sick of the fights 

and bickering.
Does this sound like you but you haven’t done 

anything about it? You’re living in a world of hope 
or procrastination where nothing ever happens.
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viii

S TART UP. SCALE UP. SEL L UP.  

You’re not alone. Ninety per cent of every trade 
business owner we speak with is struggling in some 
way. True story.

Here’s a really important question:
Do you really know how your trade business is 

doing?
Most tradies think they’re doing better than they 

are. They come to our live events with puffed out 
chests, for good reason. Some of them have been 
running a trade business for years. But once we 
scratch the surface, many reveal to us they’ve been 
hiding the reality of their situation from everyone.

Since 2010, we’ve been having this same conver-
sation with thousands of tradies who are just like 
you, through Lifestyle Tradie.

Here’s what we know about you:
You’re playing average, with no goals and no 

direction.
Think back to why you became a trade business 

owner in the first place. How’s it really working out 
for you? Do you go to bed at night feeling confident 
things are under control? Or are you constantly 
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I T ’S NOT YOUR FAULT

stressed about the next job, paying your bills and 
the tax man?

Here’s what you need to know:
This whole sh*tfight is not your fault. There are 

three big reasons why.
Firstly, it’s not your fault your dream of owning 

a trade business empire has tested you. TAFE taught 
you the rules and regulations. Your first boss taught 
you how to swing a hammer. But the age-old system 
never taught you how to become a business owner.

It’s the best business people who are successful, 
not the best tradies.

Secondly, it’s not your fault the all-important 
skill of leadership has not magically appeared from 
nowhere, giving you the confidence to guide your 
trade business through the inevitable ups and downs. 
The reality is, your ability to communicate well, 
motivate your team, handle and delegate responsib-
ilities, and navigate change in the competitive trade 
industry could be drastically improved, couldn’t it?

Finally, it’s not your fault you didn’t foresee that 
bringing your wife or partner into the business has 
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S TART UP. SCALE UP. SEL L UP.  

turned out to be a bumpy road. She sacrificed her 
career to support you in your trade business. While 
you both had the best intentions and it seemed like 
the perfect scenario, it’s caused a massive rift in your 
once rock-solid relationship.

The truth is you don’t know what you don’t know.
It’s not your fault you feel frustrated.
It’s not your fault you feel isolated.
It’s not your fault you feel like you work 24/7.
It’s not your fault you feel disconnected from 

your family.
It’s not your fault you feel unmotivated.
It’s not your fault you feel like you don’t know 

where to turn.
It’s not your fault you feel this way today.
Because tradies who own their own business have 

been set up to fail.
The purpose of Start Up. Scale Up. Sell Up. is 

straightforward: to provide you with the exact steps 
to build a profitable trade business by addressing 
the problems you’re facing. These include keeping 
up with new technology, charging the right hourly 
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rate, managing your cash flow, collecting outstand-
ing debt, attracting and retaining customers, and 
stepping out of the business to take a family holiday 
(where you can be totally present).

Within the pages of this book, you’ll learn the 
proven systems and strategies we applied to fast-track 
the profitability of our own trade business, Dr. DRiP 
Plumbing. Apply these strategies in your own trade 
business and you’ll make progress in ways you never 
imagined.

No matter where you are on your trade business 
journey, this book is for you. Before you dive in, 
read what our clients have to say about the impact 
of our systems and strategies on their lives and the 
bottom lines of their trade businesses.

The biggest change these owners made was to 
stop procrastinating and take action. You can do 
it too.

You’ve got this,
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S TART UP. SCALE UP. SEL L UP.  

“I [Jackson] didn’t even have a business when I 

attended a live event with Lifestyle Tradie, but I was 

so excited I joined straight away. After talking to one 

of my best mates Kieren, we decided to join forces at 

the age of 21. Not knowing anything about business, 

we simply followed exactly what Andy and Ange 

taught us about getting the business model right.

In the first 18 months, our business turned over 

$1.2 million with solid profit margin. We’re on track 
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I T ’S NOT YOUR FAULT

to hit $2.5 million this financial year. Next year, our 

aim is to hit $5 million. It all comes down to the 

systems and procedures we’ve learned from Andy 

and Ange and the Lifestyle Tradie community.

Starting this business at such a young age has 

taught us so much about ourselves, but learning 

to ask for help has been the biggest reason for our 

success so far. We’re so pumped for what the future 

holds. It’s incredible! We couldn’t be happier.”

KIEREN AND JACKSON, LEXITY PLUMBING AND ELECTRICAL,  

VICTORIA, AUSTRALIA

“Prior to joining Lifestyle Tradie, we found ourselves 

burnt out, overworked and lacking any real excitement 

for our business. Lifestyle Tradie quickly helped us 

to realise our business model was wrong and we 

were working with the wrong type of customers.

With the help of Andy and Ange, we redesigned 

our business model and have completely turned our 

business around. In the past couple of years, 

our revenue has increased by 279 per cent and 

we have tripled our profit. We’re now working 

Bh3241M-PressProofs.indd   13 6/02/20   9:48 AM



xiii

I T ’S NOT YOUR FAULT

to hit $2.5 million this financial year. Next year, our 

aim is to hit $5 million. It all comes down to the 

systems and procedures we’ve learned from Andy 

and Ange and the Lifestyle Tradie community.

Starting this business at such a young age has 

taught us so much about ourselves, but learning 

to ask for help has been the biggest reason for our 

success so far. We’re so pumped for what the future 

holds. It’s incredible! We couldn’t be happier.”

KIEREN AND JACKSON, LEXITY PLUMBING AND ELECTRICAL,  

VICTORIA, AUSTRALIA

“Prior to joining Lifestyle Tradie, we found ourselves 

burnt out, overworked and lacking any real excitement 

for our business. Lifestyle Tradie quickly helped us 

to realise our business model was wrong and we 

were working with the wrong type of customers.

With the help of Andy and Ange, we redesigned 

our business model and have completely turned our 

business around. In the past couple of years, 

our revenue has increased by 279 per cent and 

we have tripled our profit. We’re now working 

Bh3241M-PressProofs.indd   13 6/02/20   9:48 AM



xiv

S TART UP. SCALE UP. SEL L UP.  

with customers who appreciate a high level of 

customer service and quality workmanship.

Lifestyle Tradie has introduced us to a world 

of “working smarter, not harder”. We are back to 

loving our business, customers and newfound 

freedom. We can’t thank Lifestyle Tradie enough!”

CHRISTIE AND STEVE BARAN, VOLTAIR,  

ACT, AUSTRALIA

“I thought my business was in pretty good shape. It 

wasn’t until I attended a live event with Lifestyle Tradie 

that I realised what I was seriously lacking. Lifestyle 

Tradie opened my eyes to the details of understanding 

my numbers, which allowed for smart and quick 

decision making, and streamlining the business through 

the development and implementation of systems.

I did some serious number crunching. I knew my 

operating costs down to the hour, understanding 

how certain jobs and certain tradesmen were 

tracking. Margins have made a big difference. 

I reviewed our customers, and over time, 
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fine-tuned our key target audience. These actions 

combined have improved profit dramatically.

It made me excited about business again. 

Thanks to what I implemented with Lifestyle 

Tradie, I sold my business for double what 

I ever thought possible. Life’s good!”

ANDREW BAKER, FORMER OWNER OF AB ELECTRICAL,  

NEW ZEALAND

“From the start, Lifestyle Tradie’s 120-day plan for us 

was fantastic. It helped us to focus on the things we 

really needed to do. Previously, we’d start one thing 

and not finish it. Then we’d start another thing and 

not finish it. Nothing ever got done. With Lifestyle 

Tradie, the plan Andy and Ange set up for us was 

so good. Immediately, the things we implemented in 

the field and the things we implemented on-the-job 

increased our turnover by 300–400 per cent on 

80 per cent of our jobs. It was just a game-changer.”

ASHLEY, WOOLF PLUMBING & GAS,  

WESTERN AUSTRALIA, AUSTRALIA
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“When we joined Lifestyle Tradie in 2018, it was me 

[Paul] and one team member. Within 13 months, 

we had four tradesmen and myself, four vehicles, 

a bookkeeper, one admin staff and we purchased our 

own warehouse. We’re turning over three times more 

than we did before we started with Lifestyle Tradie.

Our biggest win (aside from the growth) has 

been a two-week holiday away from the business 

with our family. No phone calls, no emails, no 

disasters, no mess to clean up. That’s huge for 

us. We’re already planning another holiday.”

PAUL AND NAOMI, PWC PROPERTY WORKS (BUILDER),  

NEW SOUTH WALES, AUSTRALIA

“When I started with Lifestyle Tradie, I’d been in 

the painting industry —  or in business —  for over 

30 years. We’d grown to a team of more than 40 

guys. With all those years in business, I was still 

having issues with systems and time management.

Before working with Andy and Ange, I was 

wearing too many hats —  the invoicing hat, the 

quoting hat, and the dropping-off-the-trailer hat.
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I T ’S NOT YOUR FAULT

Thanks to Lifestyle Tradie, I’m now in complete 

control of my business with systems, procedures 

and technology in place. I can hang out with my 

family and take long holidays without worrying 

about the business. I now have my time back 

and I’m living the life I’ve always dreamt of!”

TONY ISGROVE, ISGROVE PAINTING AND DECORATING,  

NEW SOUTH WALES, AUSTRALIA

“Joining Lifestyle Tradie has been absolutely life-

changing for Bilie and me [Sam]. We’ve gone from 

a stressful one-man show, to a streamlined and 

stress-free multimillion dollar business with 10 staff, 

making more profit than I ever thought possible.

My wife, Bilie, has always had a dream to own 

her own hairdressing salon in an upmarket area 

in Melbourne. She was able to achieve this dream 

by applying the knowledge she learnt through 

Lifestyle Tradie. The business is thriving.

We’ve recently purchased our own factory, 

had the plans approved for our new family 

home, and have two, four-week camping trips 
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S TART UP. SCALE UP. SEL L UP.  

booked for next year, that I will take comfortably 

knowing that neither business will need us.

We could never have imagined doing 

this all while raising three young boys.”

SAM MINIO, WATERMASTER PLUMBING SOLUTIONS,  

VICTORIA, AUSTRALIA
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PART 1
TRUTH BOMBS 

FOR EVERY 
TRADIE
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1.
YOU’RE PROBABLY A 

CONTROL FREAK

“Although the costs of not delegating may 

be invisible, the price that you pay is real.”

F R A NK  S ONN E NB E R G

A control freak firmly believes if you want something 
done right, you have to do it yourself.

Control freaks refuse to delegate. They’re con-
vinced they’ll have to fix whatever mistakes someone 
else makes. Basically, control freaks believe the 
business will fall apart without them. Here’s the 
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truth bomb: you’re probably a control freak —  and 
it’s holding you back.

On the surface, you’re hell bent on the idea that 
with enough effort and skill, you can accomplish 
anything. But deep down, you feel out of control.

Despite this, you’re reluctant to ask for help.
You may or may not recognise what tends to 

happen next. The people around you are frustrated 
by your tendency to micromanage. They’re resentful. 
You’re resentful. You’re in a tough spot —  and right 
now you’re dizzy from trying to make sense of it all.

According to psychology, control freaks never 
open up. Mostly, control freaks keep things close 
to their chests. As a tradie boss, this means all 
of that practical, operational and administrative 
information is jam-packed in your head. And what’s 
in your head is a mystery to everyone around you.

Of course, it’s not all doom and gloom if you’re 
a control freak, as long as you’re conscious of it. In 
fact, many of your control-freak characteristics are 
the reason you’re in charge of running a business. 
You’re tough, instinctive, and a natural survivor.
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YOU’RE PROBABLY A CONTROL FREAK

Both your ‘negative’ and ‘positive’ control-
freak traits have combined to shape the way you 
do business. It’s described by psychologists as the 
‘strength-weakness paradox’.

How can you use being a control freak to your 
advantage? It’s important to distinguish between 
the things you can control and the things you have 
no control over.

If there’s chaos in your world, it’s understandable 
your default reaction is to dig in. It’s a quick-fix to 
curb your greatest fear —  losing control. In this 
book, you’ll see that by deliberately putting your 
energy into the things you can control, you’ll achieve 
better results.
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FUN FACT
Did you know comic book superhero 

Batman is considered a control freak? Think 

about it. This guy works a lot. He takes zero 

holidays and won’t get married because his 

job comes first. He doesn’t tolerate failure 

and chooses to work alone because he 

believes he’s smarter than everyone else. 

Batman is a classic example of the strength-

weakness paradox.
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2.
WE GOT OFF THE TOOLS, 

YOU CAN TOO

WHO THE HECK ARE WE?

We’re Andy and Angela Smith. Since 2000, we’ve 
owned and operated a trade business, Dr. DRiP 
Plumbing Pty Ltd, based in Sydney.

We started Dr. DRiP in a small, windowless room 
at Andy’s parents’ place. At the peak, we had a team 
of 17 tradies, with eight vehicles on the road. We had 
created a strong, reputable and profitable business.
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Andy felt like a king building his empire; bringing 
in more work, employing a new staff member, over 
and over. He was fuelling his ego. Bigger. Better. But 
something changed. Like flicking a switch, we went 
from making $50,000 a month, to losing $50,000 
a month.

We learned about business the hard way. Our 
biggest lessons were learned through expensive trial 
and error. As the business grew, the headaches got 
more debilitating. An issue that was minor with a 
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small team was amplified when the team tripled. 
In an era of no technology, the paperwork was 
overwhelming, cash flow was down to a trickle. At 
our worst, we had $188,000 outstanding. It was soul-
destroying and took a heavy toll on our marriage.

Things were out of control. The turning point 
came when our eldest daughter, Hannah, was born. 
Andy never saw her. Even though his heart was in 
the right place and he was working hard for his 
family, we knew enough was enough.

Here’s the truth bomb: Our lives were in chaos! 
On the outside, we were killing it. On the inside, 
Andy was working crazy-long hours, we had growing 
debtors and we were barely keeping it all together 
using shoe-string systems. We had a business that 
was like a leaking bucket and a stubborn tradie 
boss in charge (Andy) who was reluctant to let go 
of anything!

Our accountant even called a meeting to ask, 
“What’s happened? You need to fix this!” Andy’s 
reaction was simply to work harder, longer. It was 
all he knew.
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But the same old methods just weren’t working 
anymore. Thinking outside of the toolbox, we 
sourced mentors and coaches who were specialists 
in the areas we wanted to work on to get Dr. DRiP 
back on track. By investing in our education, we 
used our new knowledge to transform the business 
into a profitable and systemised enterprise in just 
18 months.

WHAT DO WE KNOW?

Ultimately, Andy got off the tools. We had the right 
business systems and people in place, which allowed 
us to step away from managing the day-to-day 
operations of Dr. DRiP.

Not long after this, Andy won Small Business 
Champion Entrepreneur NSW at the Australian 
Small Business Champion Awards — the most 
prestigious award on the night.

The biggest win of all was we had our lives back.
We had a profitable trade business where Andy 

only worked in one hour a week. Instead of sitting 
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back, we decided we had to share our story and teach 
others what we had done. Here’s the truth bomb: 
Most tradies have the wrong business model. We 
learned early on that the TAFE system sets tradies 
up to fail in business.

Andy had it in his mind he would build a trade 
business empire, but being an exceptional tradie 
doesn’t equip you with the skills to be an exceptional 
business person. Like most tradies, Andy thought 
he had what it takes to run a business. While his 
big personality and strong work ethic got him so 
far, a  lack of business education proved to be the 
missing piece in the puzzle.

So, working alongside trusted coaches and 
mentors, we complemented our practical knowledge 
with formal qualifications in management, business 
and human resources. Prior to joining Andy in the 
trade business, Ange managed national marketing 
campaigns for high-profile brands. We put her 
skills to real use and even though things have never 
been better, we still work with several international 
coaches to stay on top of our game.
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Since 2009, we’ve been educating other tradies on 
making more profit and fast-tracking freedom. Our 
award-winning education program and community, 
Lifestyle Tradie, has changed the lives of thousands 
of tradies who are at different stages of their business 
journey.

WE’RE EVERYDAY PEOPLE, WHO WANTED 
A BETTER LIFESTYLE

There’s nothing special about us. We’re not any 
different from you. In the words of Seth Godin, 
author of the best-selling book, Linchpin we decided 
to “create order out of chaos”. What we treasure 
most is the lifestyle these changes have afforded us.

As a result of working smarter, not harder, we 
have the flexibility to pursue what we love to do. 
In 2019, we travelled to Europe as a family for the 
first time and made long-lasting memories. Our 
soccer-mad son had the opportunity to participate 
in a number of friendly matches against European 
opposition. This stuff doesn’t just happen. It involves 
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making choices about how you want to live your 
life —  and deciding what you want for your family.

Mostly, our decision to intentionally systemise 
our trade business means we can do things that 
would definitely not be possible if Andy was still 
knee-deep in the day-to-day operations of running 
Dr. DRiP. We can watch the kids at their school 
assemblies, we can ferry them around to their zillion 
sporting commitments —  we can be totally present.
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We are absolutely mindful we will never get these 
years back with the kids. There’s no second chance 
at spending time together as a family. This is it. The 
time is now. Having a profitable business that can 
run without you, gives you the freedom to choose 
your lifestyle.

“Being rich is having money; 

being wealthy is having time.”

MARG A R E T  B ONN A NO
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3.
START UP, SCALE UP, 

SELL UP?

“Let today be the day you give up who 

you’ve been for who you can become.”

H A L  E L R O D

This section of the book is about you and your trade 
business journey, whether you’re ready to start up, 
scale up or sell up. It’ll highlight the key challenges 
you’re facing, why you’re facing them and how you 
can make a breakthrough. Each journey starts with 
learning to work smarter, not harder.
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START UP

This is what life looks like for you

You’re a bloody good tradie who wants to build an 
empire.

BE YOUR OWN BOSS.

CALL THE SHOTS.

MAKE MORE MONEY.

You’ve been working for a boss who has become 
complacent and hasn’t kept up with the constant 
changes in the trade industry. It’s doing your head 
in. Your mates are telling you to start your own trade 
business. Your family reckons you should start your 
own business.

You want to start your own business.

You’re confident you can be a better trade business 
owner than your boss —  and that guy is raking it in! 
You’ve got heaps of energy, everyone thinks you’re 
a good operator, so why not?
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Well, you’re right about starting your own busi-
ness. The problem is, you’ve never been shown how 
to run a systemised trade business.

You’re ready and firing on all cylinders

You’re clued up on the fact cash flow (or lack thereof) 
is one of the leading causes of small business failure.

The hard-earned money you’ve saved has been 
earmarked to pay for your new vehicle, signwriting, 
a new uniform and some stock. You look the part 
and have a toolkit ready to complete the work. You’re 
feeling great and ready to fire on all cylinders.

You’re switched on when it comes to technology. 
You’ve set yourself up with a job management 
system, cloud accounting package and a way to 
collect money. It’s not 100 per cent perfect, but you 
did it yourself and for the most part it works.

The first work you take on is for ‘Sarah’, who 
lives next door to your parents. There’s nothing more 
exhilarating than completing your first job! For the 
first three months you have enough work thanks to 
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your friends’ parents, your parents’ friends and one 
real estate agent.

Life’s good.

But your days are getting longer

Your day starts on site at 7am and ends at 5pm. You 
meet your mates at the gym. Then you come home 
for dinner and settle in to sort out the admin side 
of the business —  the next day’s schedule, follow up 
phone calls, invoicing, quoting.

You know how this goes.

LATE NIGHTS.

LONG DAYS.

PRICKLY CUSTOMERS.

When you’re busy, it’s great. Each day is full and 
you feel on top of the world. But this doesn’t allow 
for any time spent drumming up new business to 
keep up the momentum.

Inevitably, work dries up. You experience times 
where you have no work and you’re wondering where 
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your next job is going to come from. Your bank 
account takes a huge hit on these days and it feels 
like you’re losing control.

This yo-yo effect is weighing you down

You start working longer hours, six days a week 
to fit everything in. This new commitment keeps 
the money coming in the door. The trade off is 
tough. You skip your 5pm gym sessions with your 
mates and work around-the-clock to stay on top of 
everything.

Don’t want to work harder?
Don’t want to work longer?
Scaling up is the only way to solve the situation.
Here’s how to start:

Stop.

Get your business model right first.

Go to Part 2, page 27, to learn The Freedom 

Formula.
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SCALE UP

This is what life looks like for you

You’re getting tired. You feel like you’re chasing 
your tail. You are chasing your tail. You’re going 
around and around in circles. Your head is spinning. 
You’re not a solo-operator anymore. You’ve hired 
tradesmen. You have the responsibility of paying 
wages and sourcing work.

BALLS HAVE BEEN DROPPED.

CUSTOMERS ARE CRANKY.

ISSUES HAVE MULTIPLIED.

More tradesmen means double everything. 
Double the work. Double the customers. Double the 
paperwork. Double the invoicing. Double the follow 
up. Double the decisions. Double the responsibility. 
Double the training. Double the time. Double the 
headaches.

With you being on the tools, the balancing act 
of working on the business versus in the business 
is pulling you from pillar to post. You’ve created a 
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beast. Your family is relying on you, your tradies are 
relying on you, your customers are relying on you.

You’re about to break.

You can’t take a break

Your mind rarely stops thinking about your business. 
The extra pressure is driving you to work more, do 
more, be more. You’re surviving on fewer hours’ 
sleep. This trade business gig was about living the 
dream. Now, all you want to do is sleep.

With a young family to support and your wife 
stepping into the business, leaving behind her own 
career, you’re both stretched, often seething, always 
exhausted. The fact she’s up all hours of the night 
invoicing and doing the books is taking its toll in 
other ways.

From little things big things grow

Resentment. There’s a word you’re familiar with.
It’s become tit-for-tat between you and your 

tradies. Your wife’s nagging is causing friction 
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between you. You wish she’d just leave you alone. 
Although, deep down, you know she’s got a good 
point. Life is crazy.

Small issues on site with tradies and between 
you and your partner are blowing out to become 
big issues. In hindsight, it would’ve been far better 
to deal with these issues early, as they came up. 
Instead, you pushed them aside and treated them 
as unimportant.

THINGS AREN’T IDEAL.

PRESSURE IS MOUNTING.

YOU’VE BECOME A SLAVE TO THE BUSINESS.

Every thought and conversation revolves around 
the business. The lack of headspace is impacting your 
decision making, your relationships, your health 
and your life. This snowball effect is on the verge 
of having disastrous consequences.

The model below highlights the connection 
between the pressure from the business and its 
impact on your life. For example, those arguments 
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with your partner about the business are happening 
in the home, often in front of your children.

You’ve lost the love for the business

Maybe it’s time to get out? Maybe it’s time to be a 
wage slave again? Maybe it’s time to give your body 
a break. Your back is giving you grief. Your knees 
are dodgy. You wrestle with all the options. Tradies 
are tough. You’re tough. Why do you feel more and 
more isolated?

It doesn’t have to be this way.

Go to Part 2, page 27, to learn The Freedom 

Formula.
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SELL UP

This is what life looks like for you

The time has come to hang your hat. Whether you’re 
a few years in or have paved a long road behind 
you over years of dedication, you’re ready to move 
on. It’s time to step aside and let someone else hold 
the reigns, call the shots, and take responsibility. 
You’re done.

It started as a tiny seed of an idea to be your 
own boss. You’ve ended up supporting a team of 
tradesmen and their families, helping thousands 
of customers and building relationships over years 
and years of service.

Every hour. Every minute. It’s no wonder you’re 
done.

As the owner, can you walk away and still have 
a business that operates profitably without you? If 
you were the buyer, would you be excited about the 
opportunity this business provides? Have you been 
speaking with your accountant to get your financials 
in shape?
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What’s your business worth?

If you’re like many tradies, the only thing of value 
is the database you’ve been building over the years 
and the relationships you’ve formed with each and 
every one of your customers. That’s value.

Or maybe you haven’t done that at all. You’ve 
realised too late you should have been more diligent.

Is this your story?
Is this your legacy?
If you’ve prepared the right way, selling your busi-

ness will be an exciting prospect. You know you’ll 
be able to sell it for what it’s worth. The business 
operates profitably without your involvement. Your 
customers are loyal. Your systems could be improved, 
more streamlined.

Are you in this position?
This could be you.

Go to Part 2, page 27, to learn The Freedom 

Formula.
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1.
WHAT DOES FREEDOM 

MEAN TO YOU?

Whether you’re starting up, scaling up or selling 
up your trade business, owners tell us what they 
really want is freedom. It’s about having the ability 
to make choices about how you will live your life. 
While freedom has a different meaning to everyone, 
here’s what it looks like for most tradies:

• Freedom is having the capacity to work on the 
tools while having the flexibility to take time off 
whenever you like —  and still be profitable.
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• Freedom is getting off the tools to manage your 
growing team from an office, while having the 
flexibility to take time off whenever you like 
—  and still be profitable.

• Freedom is setting up a streamlined, structured 
and profitable business, which is ready to sell for 
a price that reflects all your hard work.

The right business model is your key to freedom.
The right business model is like the boardgame 

Trivial Pursuit. Players must answer questions and 
collect pieces of the pie. When the pie is complete, 
the player can enter the middle, answer the last 
question correctly and win the game. You can’t 
skip straight to the middle —  it doesn’t work that 
way. Many trade business owners fail because they 
don’t stop to master each piece of the pie. This is 
the problem.
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2.
FOUR SIGNS OF A BROKEN 

BUSINESS MODEL

Is your business model broken? After working with 
trade business owners for over 10 years, we have 
discovered there are four signs of a broken business 
model.

SIGN #1 CHAOS REIGNS

Do you have a clear direction about the future? If 
not, your lack of direction is keeping you on the rat 
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wheel. Your systems and ideas are in your head. This 
creates a decision-making bottleneck.

When chaos reigns, everyone wants a piece of 
you. You’re stuck on your phone, even when you’re 
on holidays. It’s chaos. You’re feeling burnout. Still, 
you’re keen to figure out how to make it better.

SIGN #2 YOU’RE POOR

You’re focused on turnover. You’ve forgotten about 
profit. Your hourly rate is wrong and you don’t have 
a quote-flow procedure in place. You’re struggling to 
manage the flow of money and haven’t been working 
closely enough with your bookkeeper or accountant. 
Basically, you don’t know your numbers.

In the end, a lack of cash flow will kill your trade 
business.

SIGN #3 EVERYTHING IS SCATTERED

With your head in the trenches of running a 
trade business, you’ve sidelined the importance of 
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implementing a focused marketing plan where you 
can build trust with the customer along the buying 
decision journey.

This scattered approach doesn’t allow you to get 
any real traction —  and is costing you money. You 
don’t even really know what type of customer you’re 
targeting.

SIGN #4 YOU’VE GOT A RUBBISH TEAM

No one can do it better than you, right?
With this mindset, it’s hardly surprising you’ve 

got a ho-hum bunch working for you. Let me guess: 
you haven’t got an onboarding process to transition 
new team members into your business —  and you 
think like a tradesman, not a leader. Your commu-
nication style is doing nothing to motivate your 
younger tradies.

We have already said it: you don’t know what 
you don’t know.
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3.
THE RIGHT BUSINESS 

MODEL LOOKS LIKE THIS

We know what you don’t yet know.

We’ve done the trial and error. This includes 
wasting countless hours and endless money while 
we built Dr. DRiP, but you don’t have to.

You don’t have to reinvent the wheel. Getting your 
trade business model right simply involves mastering 
every piece of that Trivial Pursuit pie.

This done-for-you business model will fast-track 
your freedom by giving you more time, money, and 
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control. It features four core business principles —  
Platform, Money, Marketing and People.

This stuff is not sexy.
It’s not shiny.
But it’s absolutely necessary.
We’ve kept it to the point. If you learn and apply 

these principles, you can take your trade business 
to the next level.

Bh3241M-PressProofs.indd   35 6/02/20   9:48 AM



34

3.
THE RIGHT BUSINESS 

MODEL LOOKS LIKE THIS

We know what you don’t yet know.

We’ve done the trial and error. This includes 
wasting countless hours and endless money while 
we built Dr. DRiP, but you don’t have to.

You don’t have to reinvent the wheel. Getting your 
trade business model right simply involves mastering 
every piece of that Trivial Pursuit pie.

This done-for-you business model will fast-track 
your freedom by giving you more time, money, and 

Bh3241M-PressProofs.indd   34 6/02/20   9:48 AM

35

THE R IGHT BUS INESS MODEL LOOKS L IKE TH IS

control. It features four core business principles —  
Platform, Money, Marketing and People.

This stuff is not sexy.
It’s not shiny.
But it’s absolutely necessary.
We’ve kept it to the point. If you learn and apply 

these principles, you can take your trade business 
to the next level.

Bh3241M-PressProofs.indd   35 6/02/20   9:48 AM



36

S TART UP. SCALE UP. SEL L UP.  

PLATFORM: THE FOUNDATION

Your business foundations will dictate the strength 
of everything.

Here are a few more truth bombs:

• A house built on sand will crumble
• A body without muscle is easily injured
• A relationship with baggage eventually breaks.

The first Platform principle is about implementing 
a robust foundation. If your business lacks strength 
in its foundation, you’re on shaky ground. How do 
you know if your foundation is weak, even worse, 
on the verge of collapsing? Take a look at these 
questions:

• Are you or your partner working all hours on 
admin?

• Does your team ignore your direction throughout 
the day?

• Are you always chasing your tail instead of 
progressing forward?
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• Do you find your holidays are interrupted by 
business?

Even if you’ve accepted the chaotic situation 
mentioned above as your new normal, you’ve got 
no chance of scaling or selling your trade business 
with this wobbly foundation. Turning your chaos 
into consistency and control is a three-step process.

Here’s exactly what you need to do to take your 
business from chaos to control:

1. Future | ‘Confused to Clarity’ | It’s time to control 

your destiny

Choose your business structure, understand your 
business life cycle, construct a business plan and 
align a life plan to ensure you have complete clarity 
about your future direction.

2. Technology | ‘Headaches to Happiness’ | Master 

productivity and efficiency

Guide every aspect of your technology implementa-
tion, from what to implement to how best to leverage 
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your technology. This will deliver a seamless and 
streamlined business.

3. Systems | ‘Ideas to IP’ | Streamline through systems

Learn how to document easy ‘how-to’ steps to train 
your team to succeed. Develop your own Intellectual 
Property (IP) to assist growth and profitable sale.

It’s time to put you back in the driver’s seat of 
your business, giving you confident momentum for 
positive transformation and results.

MONEY: KNOW YOUR NUMBERS

In our experience, most trade business owners think 
they know their numbers. When we dig a little 
deeper, what becomes clear is few tradies have an 
in-depth understanding of their finances, including 
how much profit they actually make.

This misunderstanding means you’re making 
business decisions based on fiction, not cold-hard 
facts. Get a handle on your numbers in three steps:
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1. Fundamentals | ‘Struggling to Strategic’| Get your 

finances in check

Develop profitable pricing structures and quote-flow 
systems, understand your hourly rate, set financial 
targets, implement technology and leverage key 
financial players around you.

2. Numbers | ‘Naive to Knowledgeable’ | Read and 

interpret your financial reports.

Discover what reports you need to review, how often, 
why and where to find them. You’ll no longer be 
naive to their meaning but knowledgeable about 
their impact.

3. Monitor | ‘In The Dark to Intelligence’ | Stay 

informed with financial reality

Design your own financial dashboard and learn 
to monitor key indicators. Stay in control of your 
financial vital signs.

This will equip you with a solid understanding 
of the financial tools to monitor your cash flow, 
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make educated business decisions and encourage a 
thriving business.

MARKETING: WIN MORE CUSTOMERS

Without customers, you have no business. Without 
your business, you have no money. Marketing is your 
ticket to winning a consistent stream of A-grade 
customers. Marketing is how you distinguish your 
business from your competitors. If you’ve always 
taken a scattergun approach, these three steps will 
help you hit the mark with your target customers.

1. Core | ‘Surface to Substance’ | Master marketing 

basics

Identify your ideal target market, develop marketing 
messages, perfect your brand identity and become 
an empowered marketer.
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2. Campaigns | ‘Few to Flood’ | Map the perfect 

marketing funnel

Design your online and offline marketing campaigns 
with consideration to new ideas, strategies and sales 
techniques, and to meet the demand of customers. 
Perfecting your funnel will attract a steady stream of 
new customers, deliver impeccable customer service 
and retain customer loyalty.

3. Customer service | ‘Ordinary to Extraordinary’ | 

Deliver the magic

Discover how to build on the trust escalator to 
develop long-standing relationships with your 
customers while smashing your sales targets and 
keeping customers happy.

Mastering marketing will help you attract the 
customers you want, increase conversion on every 
quote and build long-lasting relationships that drive 
repeat business and profit margins.
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make educated business decisions and encourage a 
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PEOPLE: CREATE HIGH-PERFORMING 
ROCK STARS

You need a team of great people to take your business 
from ordinary to extraordinary.

The quality of your employees and your leadership 
will impact on service delivery. Building a stable, 
loyal and effective team is the key to high perform-
ance and longevity in the industry. Customers buy 
from people they like and trust. You can lift your 
game in three steps.

1. Transform | ‘Fragmented to Family’ | Transform 

your team

Streamline your hiring processes then provide value 
and vision to create a team of loyal motivated indi-
viduals who match your enthusiasm and obsession 
for constant quality improvements and excellence. 
A united family will prevail.
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2. Leverage | ‘Take you from 1:1 to 1:MANY’ | Improve 

impact

Discover how to leverage time, money and people 
the right way to decrease your workload and increase 
productivity. Encourage your team to embrace 
responsibility through systems and structure, creat-
ing a fail-safe environment where they can flourish.

3. Lead | ‘Dull to Dynamic’ | Inspire for greatness

You will learn to embrace the skill set required for 
a dynamic leader of tomorrow. Your confidence will 
grow and your team will respond by stepping up 
and following you on a path to success.

To master what it takes to attract, motivate and 
retain a rockstar team, you need to elevate your 
thinking from being ‘just’ a  tradesman to being a 
highly sought-after employer and savvy business 
owner.
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1.
QUOTE LIKE A PRO. 
WIN MORE WORK.

“Never take your eyes off cash flow 

because it’s the lifeblood of business.”

R I C H A R D  B R A N S ON ,  F O UND E R ,  V I R G I N  G R OU P

For tradies, quoting is a major part of winning work 
(or losing it to your competitors). That’s why getting 
your quotes right will result in more conversions 
and, ultimately, more profit for your business. Be 
honest, could your quote-flow system be improved? 
If cash flow is tight and money is always on your 
mind, the answer is, ‘Yes’.
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DOES THIS DAILY FLOW LOOK FAMILIAR?

All trade business owners follow the same daily 
process. There’s a flow to what we do and how we 
do it. You’ll recognise this flow in the model below:

The Quote for Profit Formula™

Your job is to keep the quote conversion funnel 
fluid and moving. You’ll attract a lead (potential 
customer), give them a quote (convert), deliver the 
job (high quality, of course!), which equals turnover, 
and ultimately profit, for your trade business.
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We’re not telling you anything you don’t already 
know, right? Well, this is where it starts to get inter-
esting. We’ll briefly break it down for you.

Leads. All leads are not created equal. The gold is 
in sourcing quality leads and positioning your trade 
business as an authority in your market.

Quotes. Converting more quotes is your ticket to 
making more money. Speed and following up on 
your quotes will unlock your profit-making potential.

Delivery. You’re the chief and you are in charge 
of delivering a great job through good people and 
technical skills. You also need to provide a thorough 
debrief on completion.

Money. Making more profit is about nailing the 
combination of leads, quoting and delivery. Easy-
peasy? Nope.
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THE QUOTE-FOR-PROFIT FORMULA

Yes, there’s a formula. These are the tactics —  or 
ingredients —  that will help move those customers 
along the conversion funnel.

When a customer asks for a quote, this is a golden 
opportunity for your business to shine bright over 
your competitors. It’s a call to action.

Firstly, quoting-for-profit is about knowing 
your hourly rate (do you know what you should be 
charging per hour?).

Secondly, quoting-for-profit involves the following 
three tactics, which go above and beyond price to 
convert would-be customers into repeat customers.

TACTIC #1 IDENTIFY YOUR A-GRADE 
CUSTOMERS

Who do you want to work with? Equally important, 
who don’t you want to work for?

Early on in business, having any old customer is 
considered a big win. However, if you’re in business 
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to be profitable, are you working with the right 
customers, even in the right market segment?

The model below demonstrates that focusing 
on A-grade customers will power up your profits, 
without you spending a cent on marketing. By 
reviewing and changing your mix of customers, 
you will get almost instant wins in terms of profit.

Ask the following questions to start filling your 
schedule with A-grade customers:

• Is the customer great to work with?
• Is the customer respectful and do they pay on 

time?

ABCD Customer Reviews™
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• Does the customer have money to spend?
• Is the customer willing to spend money?

You’re the trade business owner. You get to set the 
rules. You could keep chasing the work of dreadful 
D-grade customers, or you could use your time 
more wisely by building trust and credibility with 
awesome A-grade customers who can join you on 
the journey. We call this journey of building trust 
and credibility, The Trust EscalatorTM.

Here’s how it works

The Trust Escalator™
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The Trust EscalatorTM is a process of convincing your 
customers to choose your business. Your chance 
of winning and converting customers involves 
completing all five levels on The Trust EscalatorTM 
as you make your way to the top floor —  the cus-
tomer-conversion zone!

The Trust EscalatorTM represents the buying jour-
ney. This journey is about your customers saying, 
“Yes!” at every level.

Are you ready to understand your customer’s 
perspective through the buying journey —  and how 
you can influence the experience along the way?

Level One — Business

How is reputation and integrity typically established 
these days? Your potential customer is looking for 
information about you and your business. At this 
early stage of the buying journey, all you’re trying 
to do is encourage them to make contact.

Whether a customer has discovered your business 
through word of mouth or vehicle signage, they will 
often base their buying decision on your website.

Bh3241M-PressProofs.indd   53 6/02/20   9:48 AM



52

S TART UP. SCALE UP. SEL L UP.  

• Does the customer have money to spend?
• Is the customer willing to spend money?

You’re the trade business owner. You get to set the 
rules. You could keep chasing the work of dreadful 
D-grade customers, or you could use your time 
more wisely by building trust and credibility with 
awesome A-grade customers who can join you on 
the journey. We call this journey of building trust 
and credibility, The Trust EscalatorTM.

Here’s how it works

The Trust Escalator™

Bh3241M-PressProofs.indd   52 6/02/20   9:48 AM

53

QUOTE L IKE A PRO .

The Trust EscalatorTM is a process of convincing your 
customers to choose your business. Your chance 
of winning and converting customers involves 
completing all five levels on The Trust EscalatorTM 
as you make your way to the top floor —  the cus-
tomer-conversion zone!

The Trust EscalatorTM represents the buying jour-
ney. This journey is about your customers saying, 
“Yes!” at every level.

Are you ready to understand your customer’s 
perspective through the buying journey —  and how 
you can influence the experience along the way?

Level One — Business

How is reputation and integrity typically established 
these days? Your potential customer is looking for 
information about you and your business. At this 
early stage of the buying journey, all you’re trying 
to do is encourage them to make contact.

Whether a customer has discovered your business 
through word of mouth or vehicle signage, they will 
often base their buying decision on your website.

Bh3241M-PressProofs.indd   53 6/02/20   9:48 AM



54

S TART UP. SCALE UP. SEL L UP.  

When it comes to your website, first impressions 
are a key factor. Most customers will stick around 
for fewer than 15 seconds.

How does your website stack up?

Level Two — You

The customer is thinking: ‘Do I want to do business 
with you?’ It’s up to you and your team to convince 
them to stay interested.

Firstly, the person who answers your phone has 
the power to make or break a potential sale within 
seconds. Who is responsible for answering the phone 
in your business? How well-equipped is this person 
to make the caller feel welcome and connected to 
your business?

Next, it’s up to your team in the field to inspire 
these customers. To build trust with a customer 
and help with conversion, these small details have 
power:

• Showing up on time or calling ahead if you’re 
delayed
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• Putting on disposable boot covers when entering 
a property so you don’t track dirt in

• Your team making small talk as they enter the 
property, which can help build rapport and make 
the customer feel like they want to do business 
with you (before they even know what your 
offer is)

• Overall presentation.

In our own trade business, we use what we call 
an ‘information booklet’ to give to customers on 
site. It’s a hard copy A5 booklet, which outlines who 
we are, what we do, and how we do it. We find 
this visual aid is a powerful tool in positioning our 
business as the plumbing experts. We’ve found this 
works in converting more quotes because the little 
things count.

Level Three — Product/Service

This is where you have the chance to reassure 
your potential customer you’re the right person to 
complete the work. Your professional suggestions, 
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your knowledge, your confidence, the language you 
use and the visual aids you share will all have an 
impact on the customer continuing to climb The 
Trust EscalatorTM with you.

Level Four — Price

Customers don’t always make a buying decision 
based on price. They’ve got to believe you’re worth 
it. When the conversation turns to price, are you 
confident in communicating your value? Until 
a customer understands the value your product 
or service has for them, no price will be right. 
Articulate the benefits of your product or service, 
not the features.

Features are facts about your product or service. 
Benefits are about how you can solve your customer’s 
problem. What’s ‘in it’ for the customer?

Level 5 — Time

Time is the final stop on The Trust EscalatorTM. If 
you have the opportunity to ask for the sale on the 
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spot, you must. Your job is to help the customer buy 
both now and later.

Depending on the size and scale of work you’re 
quoting on, you could let the customer know your 
availability for the coming months. By forward 
planning, you can pencil in a date to make your 
next visit.

Another effective approach is to call the cus-
tomer a few days after providing the quote, to ask 
if they have any questions or would like to discuss 
it. Hearing the answers to their questions might 
be what gets them over the line and lands you the 
work.

Patience also pays. Some customers may sit on 
your quote for weeks before they’re ready to make a 
decision. Stay in touch. Adding them to your email 
and SMS list is a good way to keep your business 
top of mind, without pressuring them to buy before 
they’re ready.
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Welcome to the top floor

If you can succeed in applying The Trust ElevatorTM 
in your business, you’ll see your quote conversion 
rate increase and your profits rise to new levels.

People don’t remember details. They do remember 
how you made them feel. Make sure every customer 
contact is a positive one and you’ll have a steady 
stream of loyal customers.

TACTIC #2 FOLLOW UP ON ALL OF YOUR 
QUOTES. EVERY TIME.

How many quotes have you prepared, handed to the 
customer — and never contacted them about again? 
You’ve made the effort to meet with the potential 
customer. You’ve spent time creating a quote. It’s our 
right to chase the quote. Why not give the customer 
a call to follow up?

Do you know the one thing guaranteed to win 
you more quotes? Following up on all quotes with 
a phone call. It’s a simple and effective tactic. If you 
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don’t follow up on all your quotes with a phone call 
to the potential customer, you’re leaving money on 
the table.

In our trade business, we deliver the quote on 
the spot. We ask for the sale on the spot.

Calling back to follow up on quotes isn’t being 
a nuisance or wasting your time. It’s actually just 
basic customer service. The customer expects you 
to give them a call back. It’s up to you to ask them, 
“What do you want to do with this quote?”

You’re the professional. You understand the job 
better than anyone else. You’ve built a rapport with 
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the customer. When the customer asks questions, 
you can be helpful. Persistence pays off. In our 
experience, you’ll win 10–15 per cent more quotes 
by being like a dog with a bone!

TACTIC #3 WIN MORE 
PROFITABLE QUOTES

You’ll win more profitable quotes by upselling and 
cross-selling. The idea is, you’ll secure more work 
from the customer when you’re already on site. 
While this tactic is good for you because you’ll make 
more money from doing fewer jobs, the purpose of 
applying these principles is to make the customer 
happy.

Tradie example

Upselling is persuading a customer to upgrade to 
an instantaneous hot water system over a standard 
hot water system if it needs replacing. An instant-
aneous hot water system is a bigger ticket item for 
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plumbers — and there are water and power-saving 
benefits for the customer.

Cross-selling is suggesting this customer to install a 
temperature pad fixed to the bathroom wall. This is 
a complementary or additional sale. You’ll only win 
if you practise this technique. Go into the job with 
a good understanding of what you can cross-sell.

As part of our service at Dr. DRiP Plumbing, we 
perform a free Inspection Report at the home of 
every customer as a courtesy. We consistently find 
this education process serves to improve the cus-
tomer experience, and in turn, increases the average 
dollar sale.

The higher the average dollar sale, the fewer jobs 
you’ll need to complete to make more profit, as long 
as you’ve nailed your hourly rate and your quote-flow 
system is rock solid.
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BONUS
Want a shortcut to convert more quotes?

Quoting is a major part of winning work (or losing it). Get your 

quote-flow system in great shape with our 5 cheat sheets.

Download now: www.lifestyletradie.com.au/bonus

Bh3241M-PressProofs.indd   62 6/02/20   9:48 AM

63

2.
REPEAT CUSTOMERS. 
TRIPLE THE MONEY.

“If people believe they share values with a 

company, they will stay loyal to the brand.”

HOWAR D  S C HU LT Z ,  F O RM E R  C H A I RMAN A ND  C E O ,  S TA R BUC K S

Your existing customers are your best customers. 
You’ve already won them over with your trade services 
— it’s easier to convince them to buy from you again!

Research shows acquiring a new customer costs 
five times more than retaining a current customer. 
For Dr. DRiP, on average, our repeat customers 
spend three times more than new customers.
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In short, keeping existing customers loyal has 
many benefits:

• Your existing customers are more likely to spend 
more on your services

• Staying in contact with your existing customers 
helps keep your retention rate high

• Retaining existing customers increases their 
lifetime value

• Existing customers are great salespeople who can 
refer others to your business.

We repeatedly see two key fails in encouraging 
repeat business:

1. No follow up contact after completion of the 
initial job

2. Scattergun approach to marketing your trade 
business

A higher retention rate is directly connected 
with higher profits. If you need more customers, 
waiting for the phone to ring is not going to solve 
your problem. Your best customers are sitting right 
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in front of you. Keep them loyal by focusing on your 
customer experience.

THE CUSTOMER EXPERIENCE MAXIMISER

Satisfying your customers helps you build a large, 
reliable customer base. When your existing custom-
ers are satisfied, they’re more likely to buy from you 
again. We’ve developed The Customer Experience 
Maximiser model to illustrate that increasing the 
quality of your customer service will increase cus-
tomer satisfaction and loyalty.

The Customer Experience Maximiser™
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There are four levels of the Customer Experience 
Maximiser, as follows:

Basic

You’re just ticking boxes. Your business is doing an 
adequate job.

Expected

You’re run-of-the-mill. Your business is considered 
to be pretty normal.

Desired

You’re outperforming your competitors by offering 
valuable, complementary services.

Unexpected

You’re going above and beyond expectations. You’re 
wowing existing customers.

Every trade business should aim for the Unexpected 
level. However, most businesses hover between the 
Basic and Expected levels. Building rapport and 
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loyalty through the customer experience starts with 
understanding your customers.

FOUR CUSTOMER TYPES — AND HOW TO 
COMMUNICATE WITH THEM

Personality has a big impact on customer buying 
patterns. This means tweaking your communications 
in a way that nurtures trust and makes the customer 
feel comfortable in your abilities to provide them 
with the high-quality service they’re looking for.

Generally speaking, customers can be bucketed 
into four groups:

1. The Leader
2. The People-Person
3. The Free Spirit
4. The Task Oriented

1. The Leader

This customer has a dominant personality. They 
want to be delivered high-quality service and quickly. 
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They’ve already done the research and are ready to 
buy so long as you prove you can meet their needs. 
Leaders are generally natural promoters. They’ll 
spread the word when they’re happy with your 
service and they won’t shy away from telling people 
if they aren’t.

2. The People-Person

This customer loves to have a chat. Give them your 
time. When dealing with the People-Person, provide 
a personal touch! If they’re not happy with your 
service, the People-Person will be nervous about 
bringing it up with you. Invite them to offer feed-
back. If made to feel important, people-persons are 
highly likely to become repeat customers.

3. The Free Spirit

This customer is an experimenter. If you’ve got a 
new product you want to try out, they’re going to 
be up for giving it a go. Free Spirits are laid back. If 
your invoice hasn’t been paid on time, make sure you 
follow up systematically. This isn’t personal. They’re 

Bh3241M-PressProofs.indd   68 6/02/20   9:48 AM

69

REPEAT CUS TOMERS . T R IPLE THE MONEY.

easy-going by nature. Bear in mind, they won’t like 
a pushy approach to get that bill paid!

4. The Task Oriented

This customer is the perfectionist of the group. The 
Task Oriented want to know every detail of the job 
and exactly where their money is going. They expect 
tradies to be on time and will cringe at any mess 
left behind. Please the Task Oriented customer and 
you’ve won their loyalty. They know you can meet 
their standards and they’ll choose you every time.

Understanding your customers will help you adapt 
your interactions to influence the overall experience. 
Your existing customers are your greatest advocates. 
They’ll refer others to your business, authentically 
and naturally, if they’re happy with your customer 
service.

If the best results depend on delivering an excep-
tional customer experience, who are your target 
customers?

Your target customers, or customer avatar, is the 
demographic of people most likely to be interested 
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in your services. Speak their language, solve their 
problems. This is impossible when you’ve got a 
scattergun approach to marketing.

NAIL YOUR MARKETING WITH THIS 
THREE-STAGE STRATEGY

Marketing is really about communicating with 
these target customers at the right time, in the 
right way. Many trade business owners continue 
to throw hard-earned money at marketing activ-
ities that aren’t relatable or relevant. In our trade 
business, we target who we call A-grade customers  
(see page 50). Through our customer experience 
and marketing activities, our books are filled with 
loyal customers whose lifetime value increases with 
every consecutive year.

What are you doing wrong?

You’re not alone if you spend more time in the 
business than on the business. You’re wearing lots 
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of hats. In this situation, it’s easy to throw money 
and resources into ad hoc marketing campaigns that 
don’t cover all three stages of the selling journey:

• Attracting new customers
• Delivering an exceptional customer experience
• Retaining customers, well after you’ve provided 

your initial service.

It’s this journey which will shape the way 
your customers experience your business. Ad hoc 
marketing is one of the biggest mistakes trade 
business owners make. If this sounds like you, 
you’re missing out on attracting and retaining 
customers and sales.

Thankfully, there are offline and online strategies 
you can apply in your trade business to make an 
immediate and lasting impact.

In our own trade business, we’ve applied the 
follow ing three-stage marketing strategy. This is 
designed to attract, deliver and retain customers in 
the competitive trade marketplace.
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The Marketing Maximiser™

This model highlights marketing activity 
examples across the three stages, which we refer to as 
Pre-love (attract), Present-love (deliver) and Post-love 
(retain). The aim is to activate a combination of all 
three to maximise your marketing.

Pre-love stage

The best marketing in the world will fall flat if your 
business’s website is outdated from a design, content, 
information architecture and conversion perspective. 
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This is your trade business’s shop front. First impres-
sions count! We suggest you lean on professionals 
to work with you on your website. This includes a 
web developer, a designer and a copywriter.

Your website is like the head of an octopus — it is 
central to the tentacles. The tentacles represent all of 
your digital marketing efforts — content marketing, 
social media, email marketing and search engine 
optimisation (SEO). Each tentacle relies on your 
website as a hub to convert customers.

Present-love stage

The Present-love stage focuses on increasing the 
amount a customer spends at each job by delivering 
an exceptional customer experience. This, of course, 
leads to better customer satisfaction and loyalty (and 
we know that repeat customers spend three times 
more).

At Dr. DRiP, we use SMS Alert Software through 
our job management system that allows us to send 
automated text messages to customers when our 
technicians are on the way. This contributes to 
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the important marketing process of building trust 
and loyalty.

Prior to setting up this system, our technician 
would call the customer 30 minutes before their 
arrival. What we found was, few customers would 
pick up because they didn’t recognise the phone 
number. Now, the SMS alert gives customers a help-
ful heads up before the technician puts in the call. 
This has increased the pick up rate by close to 90%!

Another way we increase average-dollar sale 
is to complete a Plumbing and Safety Inspection 
Report while we are on-site servicing some taps, for 
example. By professionally assessing your customer’s 
property, you’ll uncover potential hazards and make 
recommendations for preventative maintenance that 
you can fix while you’re there.

From this point forward, we’re able to use this 
detailed information from the Plumbing and Safety 
Inspection Report to develop direct mail campaigns. 
For example, for all our customers who have a water 
heater over eight years old, we can arrange a direct 
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mail campaign to educate them on the lifetime of 
a water tank and provide an offer to upgrade today.

Post-love stage

If your target customer spends time online, you can’t 
go past an e-newsletter. In your newsletter, consider 
including information about:

• Your business. Keep your stakeholders informed
• New technologies and tools you’re using
• Accomplishments such as awards and news 

features
• New products and services you’re offering
• Features and benefits of a particular product
• Special discounts and offers
• Employee of the month
• Topical or personal news, such as the addition of 

a new puppy or eventful jobs.

Whichever activities you choose in each stage, 
always remember, marketing should be impactful 
and measurable to your target audience. It’s also a 
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process that requires fine-tuning to optimise success. 
Having a set-and-forget approach to marketing is 
never going to cut it.

Marketing your trade business will change 
constantly. Search engine algorithms change, new 
competitors will enter the market, customer expect-
ations evolve. There is no room for complacency if 
you are motivated to stay top-of-mind and generate 
repeat business.
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3.
CUSTOMERS WANT IT NOW. 

KEEP UP.

“A brand for a company is like a reputation 

for a person. You earn reputation by 

trying to do hard things well.” 

J E F F  B E Z O S ,  C E O ,  AMA Z ON

You’re a skilled and licensed tradie. You’re confident 
doing the hard things well in your comfort zone 
—  on the tools. Are you doing the hard things well 
outside of this comfort zone?

For many tradies, technology is one thing that 
falls into the too-hard basket. If you’re a tradie who 
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wants to keep up with this new culture of instant 
gratification, you do have to get your head around 
implementing technology that provides your cus-
tomers with convenience.

We’re living in a ‘want-it-now’ society. Your 
customers want convenience and crave immedi-
acy. The customer experience is now defined by 
speed and ease. We’re less patient than ever before. 
For your trade business to keep up with customer 
expectations, you’ll need to actively anticipate what 
they want, when, and how.

Does your trade business deliver a fast and 
seam less service, facilitated by technology? Or is 
technology still a hurdle? Which one of the following 
statements sounds most like you?
• I don’t use technology and grip onto my paper 

diary with all my might
• I’ve converted to technology but confess I struggle 

with it
• I use technology but not at its full potential
• I’m a technology wizard! My business is equipped 

with the latest technology.
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Thanks to technology, we’re all better off as 
business people. This is because we can give better 
service to those ‘want-it-now’ customers.

WHAT TECHNOLOGY DO YOU NEED?

Whether you’re still gripping your paper diary with 
all your might or your trade business is equipped 
with the latest technology, your customers are calling 
out for convenience. For sticklers of the paper diary, 
there’s no time like the present to make technology 
your friend. For technology wizards, your goal is to 
keep pace with new technology.

Either way, most of the confusion around 
technology is understanding what you need —  the 
must-haves for any high-performance trade business 
in this era of immediacy.

We’ve created The Tradesmen Tech Web Model 
to provide more clarity around technology. In the 
model below, you’ll see there are six technology tools 
every trade business needs to power up productivity, 
profits, and create a better customer experience.
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The Tradie Tech Model™

We’ll discuss the top three tech tools to get you 
started.

TECHNOLOGY THAT PROVIDES YOUR 
CUSTOMERS WITH CONVENIENCE

Technology helps us, as trade business owners, work 
smarter, not harder. For many tradies, the ultimate 
dream is to get off the tools. There’s no shortcut. 
Technology is your only ticket. In the same way, 
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technology is the only way to provide your customers 
with the convenience they crave. The trade business 
with the easiest customer experience journey will win 
the majority of work. Which platforms contribute to 
this seamless interaction and convenience?

Technology is changing every day. While we 
could attempt to provide you with an exhaustive list 
of new, shiny platforms on the market, we’ve instead 
focused on the three tech applications you must, 
must, must have activated in your trade business 
before you even consider what else is out there.

Have you got this technology in your trade 
business?

1. Job management software

It surprises us how many tradies remain reluctant 
to implement job management software. We know 
this through a show of hands at our live events and 
through our conversations with new members, some 
of whom have been fearful of taking the leap to job 
management software.
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Admittedly, it can feel hard if you’re gripping 
your paper diary!

Job management software allows you to co-
ordinate and automate many functions in your 
trade business. It helps redistribute your time away 
from doing manual tasks, like writing quotes out by 
hand, and instead lets you build connections and 
relationships with customers.

When choosing between newer and established 
job management software providers, our advice is 
this: Speak with fellow tradies about their experi-
ences with the product and ask questions about its 
capacity to service your specific needs.

In our experience, established job management 
software products have evolved and changed in 
positive ways thanks to feedback from the industry. 
Think carefully about purchasing a job management 
product based on the price point alone.

If and when you’re ready to move forward and 
meet customer convenience expectations, here’s a 
checklist to narrow down your options. For those 
of you who have job management software in place, 
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going through the checklist is a reminder to ask 
yourself whether you’re getting the most out of your 
investment.

Here’s your job management software 

checklist

❏ Is it industry specific?
❏ Is it cloud based?
❏ What are your device and network capabilities?
❏ Hardware compatibility?
❏ Does it have offline features?
❏ Is it easy to use?
❏ Can you trial the product?
❏ Can it be customised?
❏ Which tasks can be automated?
❏ Can it produce customisable reports?
❏ Can it scale with my business?

The major aha moments with job management 
software are around real-time data and visibility 
capabilities. You and your team can get instant 
updates and notifications, all while out in the field.
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For example, the ability to track your vehicles 
results in transparency and accountability benefits. 
This takes out any guesswork or discrepancies when 
team members lodge overtime.

You can also capture key customer information 
on your job management database, allowing whoever 
is assigned the job to build fast and meaningful 
rapport. You’ll quickly turn these customers into a 
cheer squad for your business.

If you’ve implemented job management software 
in your trade business, you’ve got to have your finger 
on the pulse in terms of new features. Regularly ask 
yourself, “Am I using our job management software 
to its full potential?” Talk to other tradies in your 
community (if you have one) who use the same 
software to see if there’s scope to lift your game.

2. Cloud-based accounting software

When your accounting platform is in the ‘clouds’, 
you can access real-time financial information, at 
anytime, from anywhere. Cloud-based account-
ing completely changes the way you do business, 
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including the following five benefits highlighted in 
this simple model:

When your job management software is con-
nected with your cloud-based accounting software, 
you’ll streamline your business processes. When 
you streamline your business processes, you’ll save 
money on staffing resources. In fact, we’d go so far 
as to say these technologies, working together, will 
save you almost a full-time wage.

What does this mean for your customer experi-
ence journey? You can divert resources into showing 
your customers more love through marketing and 
communication.
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3. Multichannel communications

Customers are short on patience and time. You’re 
not capitalising on leads if you’re not opening up 
the lines. If your only line of communication is a 
phone number, you’re totally screwed. You have to 
give your customers choice in how they reach out 
to your business.

Multichannel communications is all about 
using available technology to ensure your target 
audience can get in touch with you, how and when 
they wish. First and foremost, who is your target 
audience and where are they hanging out? Even 
though most tradies understand how important 
this is, we see some common mistakes that are 
easy to fix. Take a look and see if you’re making 
any of these errors.

Your contact form is buried on your website

The demise of the humble phone call has lead to 
more customers contacting businesses through 
online channels. It’s eye-popping how many trade 
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businesses have their contact information, including 
a contact form, buried on their website. If customers 
aren’t prepared to pick up the phone, they won’t 
search your site for contact details. Publish this form 
in an obvious position.

Your marketing material only features your 

phone number

Your website address should be front and centre in 
all of your marketing material. The aim is to drive 
your customers to one central point where they can 
easily locate your suite of contact information. If 
your website is your shopfront, you want people 
walking through the front entrance to get a feel for 
who you are and what your business does.

You don’t have a website, only a presence on 

social media

In the haste to get eyeballs on your trade business, 
you forgo having a website. Instead, you focus on 
developing a presence on social media. While it’s 
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true your customers may hang out in this space, 
your social should never replace a business website. 
You can control the information you communicate 
on your website. Social media has a life of its own.

Which multichannel communications should 

you consider?

Many customers prefer less intrusive methods of 
communication. Written communication allows for 
customers to stay in control of the conversation. It’s 
on their terms. That’s why it’s powerful. Here are 
three ways to communicate with customers using 
technology.

Live chat

Live chat is an application hosted by your website. It 
allows your customers to connect with live repres-
entatives from your business —  on demand. It gives 
them instant answers to their questions, which is 
exactly what more customers now want and expect 
from you.
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Social media

Social media is a popular way for businesses to 
generate leads. Once upon a time, social media 
presented itself as a magic bullet for cash-strapped 
businesses looking to market their products and 
services for free. Now, social media is a pay-to-play 
environment. Unless you put some money behind 
a post, few of your followers will see it organically 
on their newsfeeds.

Remember, social media is just that —  social. How 
many people do you think scroll social looking for 
advertisements? They’re scrolling social to see what 
their friends and family are up to. You’ll win over 
your audience when you publish useful and valuable 
content that stands out in this noisy, cluttered and 
suffocating environment.

Social does provide scope to communicate 
with your customers directly, which is a big plus. 
Customers can reach you by making a comment on 
a post or through a direct message (DM). When you 
respond to a customer personally, it makes them feel 

Bh3241M-PressProofs.indd   89 6/02/20   9:48 AM



88

S TART UP. SCALE UP. SEL L UP.  

true your customers may hang out in this space, 
your social should never replace a business website. 
You can control the information you communicate 
on your website. Social media has a life of its own.

Which multichannel communications should 

you consider?

Many customers prefer less intrusive methods of 
communication. Written communication allows for 
customers to stay in control of the conversation. It’s 
on their terms. That’s why it’s powerful. Here are 
three ways to communicate with customers using 
technology.

Live chat

Live chat is an application hosted by your website. It 
allows your customers to connect with live repres-
entatives from your business —  on demand. It gives 
them instant answers to their questions, which is 
exactly what more customers now want and expect 
from you.

Bh3241M-PressProofs.indd   88 6/02/20   9:48 AM

89

CUSTOMERS WANT I T NOW. KEEP UP.

Social media

Social media is a popular way for businesses to 
generate leads. Once upon a time, social media 
presented itself as a magic bullet for cash-strapped 
businesses looking to market their products and 
services for free. Now, social media is a pay-to-play 
environment. Unless you put some money behind 
a post, few of your followers will see it organically 
on their newsfeeds.

Remember, social media is just that —  social. How 
many people do you think scroll social looking for 
advertisements? They’re scrolling social to see what 
their friends and family are up to. You’ll win over 
your audience when you publish useful and valuable 
content that stands out in this noisy, cluttered and 
suffocating environment.

Social does provide scope to communicate 
with your customers directly, which is a big plus. 
Customers can reach you by making a comment on 
a post or through a direct message (DM). When you 
respond to a customer personally, it makes them feel 

Bh3241M-PressProofs.indd   89 6/02/20   9:48 AM



90

S TART UP. SCALE UP. SEL L UP.  

the love and it helps build rapport and relationships. 
The downside is, this is truly time consuming.

Our advice is to get a social media strategy in 
place before you launch into it. 

BONUS
Struggling with social media?

Social media can help you connect, engage and grow your 

trade business. Are you using social to its full potential? Get 

Lifestyle Tradie’s how-to social media guide.

Download now: www.lifestyletradie.com.au/bonus

Text messages

Recent research suggests text messages have as much 
as a 97 per cent open rate, compared to as low as 
15 per cent for email. Given most of us have a mobile 
phone attached to our hip, this statistic is hardly 
a revelation.

Before you blast your database with a text mes-
sage, a word of warning: Texting someone before 
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you’ve had a conversation with them results not only 
in a negative conversion rate but significantly lowers 
your chance of ever converting them.

The way you approach texts to customers will 
position your trade business as helpful or major 
pain-in-the-bum. When you send a text, you are 
invading a customer’s personal space. Consider tex-
ting as an earned privilege — a two-way street. Your 
goal is to craft text messages that are welcomed and 
appreciated —  and send them in a timely manner.

Customers craving convenience want short, 
personal, relevant text messages that make it clear 
what you are asking them to do. This is not the 
opportunity to write about world peace.

Your customers will value reminders about 
scheduled services and new offers. This is about 
them, not you. Be responsible. Under Australian 
law, it’s illegal to send unsolicited commercial 
electronic messages. You’ll need permission through 
an opt-in process or you could get called out for 
sending spam.
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HUMAN CONNECTION IS STILL KEY

Convenience doesn’t mean stepping back and 
automating everything. With all the fuss about 
technology, human connection is still key. People 
buy from people they like and trust. While cus-
tomers want seamless interaction, this could be in 
the shape of loyalty programs and alignment with 
your business mission and values. Fifty per cent of 
buying decisions are based on emotion —  the value 
of human connection will never go away.

How much time are you spending nurturing 
meaningful human connections?
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4.
GET OUT OF YOUR 

OWN WAY

“Life’s too short to learn from your own 

mistakes, so learn from others.”

UNK NOW N

When you started out, we bet you liked the concept 
of wearing many hats, juggling lots of responsibilit-
ies, making all the decisions. It’s good for the ego. 
After all, you’ve always wanted to be your own boss. 
And how hard can it be? You’ve worked for blokes 
who’ve had no idea — and they’ve still made good 
money and managed teams of tradies.
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Now you’re the boss. If there’s one thing you’ve 
worked out, it’s that running a trade business is 
bloody exhausting. Just like your old boss, the only 
way you know how to keep moving forward is to 
work harder, work longer. You’re tired. Really tired. 
You’re probably frustrated because your team doesn’t 
get stuff done like you do it. If only you had someone 
to lean on.

When you’re the tradesperson, financial con-
troller, marketing manager, admin assistant, debt 
collector and human resource manager, to name 
a few, learning how to leverage your time, money 
and people will free up your headspace and open 
up profit-making opportunities.

We mean this in the nicest possible way — you’re 
blocking your own path to freedom by keeping every 
detail of your trade business in your head. It creates 
a massive bottleneck in your business. It’s hard to 
say out loud that you need a hand. No one likes to 
admit they don’t know where to start to change the 
situation, especially you.
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GE T OUT OF YOUR OWN WAY

HERE’S WHAT WE’RE GOING TO DO 
ABOUT IT

1. You’re going to hire new team member(s), with 
a systematic onboarding process

2. You’re going to outsource to allow you to focus 
on profit-making projects

HOW TO RECRUIT ROCKSTAR EMPLOYEES

There comes a point where you either decide to 
remain a solo tradie (power to you!) or realise you’ve 
got to hire new members as your trade business 
grows. We’ve heard lots of stories over the years 
about how tough it is to get hardworking team 
members on board. With more tradies turning their 
backs on well-paying jobs, what can you do to secure 
the right team?

You need a systematic onboarding process. This 
is the process of getting new hires adjusted to the 
social and performance aspects of their new jobs. 
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troller, marketing manager, admin assistant, debt 
collector and human resource manager, to name 
a few, learning how to leverage your time, money 
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up profit-making opportunities.

We mean this in the nicest possible way — you’re 
blocking your own path to freedom by keeping every 
detail of your trade business in your head. It creates 
a massive bottleneck in your business. It’s hard to 
say out loud that you need a hand. No one likes to 
admit they don’t know where to start to change the 
situation, especially you.

Bh3241M-PressProofs.indd   94 6/02/20   9:48 AM

95

GE T OUT OF YOUR OWN WAY

HERE’S WHAT WE’RE GOING TO DO 
ABOUT IT

1. You’re going to hire new team member(s), with 
a systematic onboarding process

2. You’re going to outsource to allow you to focus 
on profit-making projects

HOW TO RECRUIT ROCKSTAR EMPLOYEES

There comes a point where you either decide to 
remain a solo tradie (power to you!) or realise you’ve 
got to hire new members as your trade business 
grows. We’ve heard lots of stories over the years 
about how tough it is to get hardworking team 
members on board. With more tradies turning their 
backs on well-paying jobs, what can you do to secure 
the right team?

You need a systematic onboarding process. This 
is the process of getting new hires adjusted to the 
social and performance aspects of their new jobs. 
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It’s not good enough to let your new hires sink or 
swim. It’s up to you to teach them how to thrive. 
Getting them to sign a contract and throwing them 
in a work vehicle all by themselves will have them 
sinking faster than an anchor on a ship. Just as an 
anchor stops a ship from moving, your employee will 
get stuck, making it difficult for them to contribute 
to your business in a meaningful way.

In a nutshell, without the right onboarding, your 
employee will quickly feel lost, disillusioned, and 
leave.

If you’re aiming to recruit rockstar employees 
(who isn’t?), you’ll need to navigate key hiring chal-
lenges to increase loyalty and retention. Importantly, 
your onboarding process should be systemised to 
transition the right person into the role. It’s your job 
to roll out the red carpet, giving your employee every 
reason to want to work for your business, without 
having any second thoughts.

In onboarding, both the ‘big things’ and ‘little 
things’ matter, as your new hire is welcomed into 
the team. Here’s the process.
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Provide a warm welcome

Do you greet your new hires warmly on their first day?
This is a subtle gesture that can literally make or 

break whether your new team member decides to 
stick it out with your trade business. Research says 
so. In a competitive job market, it’s the little things 
that make a lasting impression. If you genuinely care 
about the happiness of your employees, they won’t 
want to work anywhere else.

Are you confident you’re doing the little things 
well? You may wish to work on this to give new 
employees the confidence they’ve made the right 
decision in choosing you.

Perfect your paperwork

Having all the necessary paperwork in order will 
make your new recruit feel comfortable they’re 
working for a professional business.

There are three key documents you’ll want to 
perfect in this process:
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1. Contract of employment

Here’s what to include:
• Start and finish times
• Lunch breaks
• Amount of pay and incentives
• When pay and incentives are paid
• Sick and annual leave
• Trial period details
• Reimbursement policy
• Uniform policy
• Behavioural expectations
• Bullying and harassment policy.

2. Letter of engagement

This document details the scope of the agreement. 
In particular, it establishes a clear understanding 
between you and the employee and helps set out 
expectations for this working relationship.

3. Employee information

Update your employee records with all the necessary 
administration requirements for your new employee.
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Tools and resources

Your new employee can’t do their job without the 
right tools and resources. That means getting this 
stuff sorted before they arrive on the first day, for 
example, an iPad (with login), a  uniform and a 
truck.

Ideally, you’ll show them where to access systems 
and procedures, their position description, their 
contract and so on. You get the drift. Onboarding is 
about helping your new recruit settle in seamlessly.

Socialisation

This integration process also involves socialisation. 
You want your new hire to feel part of your work 
‘family’ to drive commitment and connectedness.

In the onboarding process, this can be done in 
three ways.

1. Aligning the new employee’s first day with your 
team meeting. This is an opportunity to introduce 
them to your friendly team.
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2. Schedule your new employee’s start date with 
a regular team activity. It breaks the ice, in a 
non-confronting environment.

3. Buddy them up with a fellow employee. This 
person can provide support if the new employee 
has any questions or concerns.

With a systemised onboarding approach, you’re more 
likely to recruit a rockstar employee who will be in 
tune with your trade business.

BONUS
Set up your new employees for success with the step-by-step 

onboarding flowchart we use in our own trade business.

Download now: www.lifestyletradie.com.au
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OUTSOURCING TO MAKE MORE PROFIT

With all of that business knowledge crammed in 
your head, it’s totally draining to think the buck 
stops with you. When you’ve been the one doing 
all the heavy lifting in your business, the thought 
of outsourcing is either thrilling or terrifying.

Either way, if you’re focused on making more 
profit, outsourcing will free up your time and your 
mind. It’ll give you scope to apply your specific skills 
in money-making activities for your trade business.

Wondering whether or not you outsource tasks 
to someone external to your start-up or established 
trade business? Next time you’re doing something 
work-related, ask yourself the following questions:

• Is this task(s) wasting my time and energy?
• Is this task(s) outside of my core business activities 

and skill set?
• Would it provide better value to outsource than 

keep it in-house?
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• Is this draining resources that could be better 
used elsewhere?

After asking ourselves these same questions, we 
made the decision to build the capabilities within 
our team through outsourcing. Here are four ways 
to outsource in your trade business.

Outsource a project

You know all those hats you’re wearing? You can’t 
move the needle forward on important profit-making 
projects when you’re wearing all of them at once.

Recruit a freelancer to step in for a one-off or 
longer-term project. For example, outsource the 
development of a new logo and website or creation 
of your marketing material.

Outsource a role

You may identify entire roles in your business which 
can be outsourced. This is a long-term arrangement 
where you partner with an external business that 
can provide specific, complementary services. For 
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example, the role of bookkeeping. This is an income-
producing role, and more likely than not, outside of 
your skillset. Hand it over to the experts.

Hire a virtual assistant (VA)

A VA is someone who undertakes a role in your 
business, from their own home, using own resources.

You’ll have greater control over performance if 
you train your VA. With this arrangement, mutual 
trust is important. Your VA should keep a timesheet 
for accountability purposes. Build rapport and 
provide guidance with regular virtual meetings.

Offshore

Offshoring involves basing some of your business’s 
operations overseas, for cost-effectiveness. This team 
is an extension of your local team.

Dr. DRiP has a team in the Philippines, who work 
from a modern office space. Trained in all of our 
business systems, we keep in regular contact through 
Skype and visit for team building a few times a year.
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As you wrangle another day of chaos in your 
trade business, what could you outsource?

• Answering after-hour phone calls
• Data entry
• Social media management
• Lead generation
• Graphic design
• Email distribution management
• Live chat
• Website updates and management.
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5.
FREEDOM IN THE SHAPE 

OF A FLOWCHART

“Systems run the business and 

people run the systems”

M I C H A E L  G E R B E R

Would your business still operate if you weren’t 
there every day?

Is your team set up to step up and take your place?
Would your trade business fall apart or survive 

without you?
Think carefully about all these questions.
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For Andy, there’s one moment in his life that he’s 
most proud when he thinks about the business. In 
December 2007, Andy’s dad, Norm, was diagnosed 
with three months to live. His dying wish was to 
spend every minute with his family. Andy literally 
walked out of Dr. DRiP and didn’t come back for 
over 90 days.

Norm’s wish was granted: Andy spent every day 
with him until he passed away. Dr. DRiP continued 
to operate, without a hiccup.

In the same situation, what would you do?
Most tradies have a “she’ll be right, mate” attitude 

— even when they’re about to break. The thing is, 
we all know that doing the same thing over and over 
again and expecting a different result is madness. 
How many times have you educated a tradesperson 
by repeatedly speaking through a process, before 
giving them the tools to do it themselves? After you 
did this, how long was it before they made their 
first mistake?

The only way to break this cycle is systemisation. 
Systems and procedures are the answer to true 

Bh3241M-PressProofs.indd   106 6/02/20   9:48 AM

107

FREEDOM IN THE SHAPE OF A F LOWCHART

freedom. With the right systems, you get to write 
your own rules.

WHY SYSTEMS WILL BENEFIT YOUR 
BUSINESS

A system is the written documentation of an entire 
process or procedure — from start to finish — ideally 
captured in a flowchart. This system represents a 
repeatable way of doing things, perfected for efficiency 
through experience and trial-and-error. Systems will:

1. Make training easy — With systems, we reduced 
the time it takes to train a new dispatch employee 
from six weeks to two weeks.

2. Reduce unnecessary questions — Instead of 
asking you silly questions and wasting your time, 
employees only need to open their job systems 
to find the answer.

3. Minimise mistakes — the only time something will 
go wrong is when an employee doesn’t follow the 
system, which they should be doing every time!
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4. Provide consistency — with systems, your tradies 
will deliver consistent service for your custom-
ers. Consistently good service = happy repeat 
customers.

5. Give you control — even when you’re not there, 
you know exactly what your employees are doing. 
You have control.

6. Get you off the tools — Pack the tools away 
and say hello to more family time, phone-free 
holidays, planning and strategising.

Life works when you implement systems.

The Freedom Formula™
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Systems: Systems represent your way of doing things, 
with a step-by-step process to follow.

Accessibility: Your systems should be accessible to 
your team in a cloud-based location.

Accountability: Every team member is accountable 
for following specific systems.

Training: With training, your team will be clear on 
responsibilities and expectations.

YES, SYSTEMS ARE A BIT OF A 
HEAD SCREW

If systems are the key to reducing stress and creating 
freedom from working every day, why aren’t more 
trade business owners implementing them? Systems 
are a bit of a head screw and they do take time. Be 
prepared to push through the set-up phase to reap 
the rewards on the other side.
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It starts with having clarity on the way you plan 
to continue. For example, your onboarding process 
must include training on your systems. Every team 
member needs to have a clear understanding about 
what’s expected of them from the business, and from 
you as their boss.

No blurred lines.
No mistakes.
Only clarity.
With a commitment to excellence through your 

systems, new innovation will follow because your 
team will be dedicated to contributing to productiv-
ity and performance improvements. Everyone will 
be involved in making small system tweaks — over 
and over.

These one percenters add up to make a huge 
difference over time.

Your team will love it because these systems will 
have their personal stamp on them.

Throughout this whole process, your team is 
learning and experiencing the benefits of following 
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the steps. Every. Single. Time. With more ownership 
comes a higher care factor.

Without going into the nitty-gritty of developing 
your trade business systems, there’s scope for duplic-
ation and simplicity. It’s important to get past the 
common misconception that systems are too hard 
to develop and implement. You either want more 
freedom, or you don’t.

Dr. DRiP has over 300 flowcharts that underpin 
the entire operations of our business. It’s for this 
reason Andy has been able to step away from the 
business, where he only works within it for one day 
a week. Systems have given him that choice.

What choice do you have?
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With the right systems, your trade business can 
operate without you. It’s the only way you’ll get 
off the tools and enjoy the freedom you set out to 
achieve when you first went out on your own. 

BONUS
You can systemise your trade business in these five easy steps. 

Get Lifestyle Tradie’s The Systems eBook, your ultimate guide 

to getting off the tools.

Download now: www.lifestyletradie.com.au/bonus
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“I started with Lifestyle Tradie six months prior to 

launching the business in 2016. In just 3.5 years, 

we’re on track to turnover $5.5 million. We’ve got 20 

technicians and 17 trucks on the road in Adelaide and 

Perth. We haven’t even begun yet, to be honest.

Lifestyle Tradie has helped shift my mindset 

to be more systems orientated. It’s not about 

just smashing a job out, it’s about having 

structure around everything we do.

Without systems, we wouldn’t be able to scale 

and have control. We’d be running around like 

headless chooks in chaos. Systems have given us 

the freedom to focus on the big picture, without 

spending time on the small nitty-gritty things.

Systems have allowed me to achieve a high-

performance business. My team are like the Navy 

SEALS — highly trained and capable. They love systems 

because they feel like they’ve got control. Without 

systems I wouldn’t have a business — I’d have a job. 

I wouldn’t be an entrepreneur. I’d just be a worker.”

SIMON MUCHA, SAME DAY TRADES,  

ADELAIDE AND PERTH, AUSTRALIA
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Whether you’re starting up, scaling up or selling up, 
the power is now in your capable hands to create a 
profitable trade business.

When you’re just going through the motions, 
the wheels may be turning, but you’ll never get 
anywhere. It’s up to you to get your head out of the 
sand and learn from us, fellow trade business owners, 
who can literally pave the way for you.

No one said being a trade business owner was 
going to be a walk in the park. You never expected 
it to be a smooth ride. But here’s the thing: You 
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S TART UP. SCALE UP. SEL L UP.  

probably didn’t sign up to earn an hourly rate less 
than you’re paying your team members, who can 
clock-on and clock-off.

You’re the one wearing the heavy load of respons-
ibility — and suffering major stress.

The trade industry has conditioned you to follow 
like sheep. The trouble is, when one sheep decides to 
go somewhere, the rest of the flock usually follows, 
even if it’s not a good decision. You know you need 
to be better. Your wife or partner knows you need 
to be better.

The question is: what are you actually doing to 
become a better trade business owner?

While university students everywhere are wast-
ing upwards of $50,000 on degrees they never use, 
us tradies spend our money on shiny new tools, 
equipment and cars that are old news within a few 
years. Yet we never invest in our education to become 
skilled business owners. Why is that, when it will 
open the door to more money and freedom?

There’s a better way to make more profit and 
fast-track freedom.
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WHAT ’S NEX T ?

“We were floundering around in the dark not 

knowing what to do when it came to running a trade 

business; double, triple handling things running a 

paper diary, even scheduling the boys was hard. 

We kept saying ‘there must be a better way!’.

Thankfully, we discovered Lifestyle Tradie. 

Within a 12-month period, we adopted the right 

technology and streamlined the flow of our day, 

which resulted in us doubling the business. We 

basically set the business model up right.

Six years on with Lifestyle Tradie, and it’s safe to 

say we love being a part of an incredible community 

where the tradies are at so many different stages of 

their business journey. It’s motivating to be able to 

ask questions from those more advanced than you, 

and help those just starting out. We specifically love 

the online membership site as an endless source of 

trade-specific learnings and strategies that are easy 

to apply. It’s like being given a cheatsheet in business!

Dean’s been off the tools for years managing our 

team of five, the office works like a dream and the 

profit is healthy. What more could you ask for?!”

DEAN AND GILL MATHEWS, DCM PLUMBING,  

GOLD COAST, AUSTRALIA
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“Jodie and I [Guy] knew Lifestyle Tradie was a 

perfect fit for us. We were growing and rapidly. 

After our phone conversation with Andy and Ange, 

we had the confidence to let it grow and succeed. 

We put our trust in the crew’s and the group’s 

experience. We followed the systems and processes 

Lifestyle Tradie gave us. Before too long we had 

the freedom in business we were longing for.

Lifestyle Tradie is definitely a must for any tradie/

business owner who is too busy working in the business 

to work on it and who wants more freedom to enjoy 

life while building greater profits within the business.”

GUY AND JODIE MILTON, ULTIMATE SHOWER SCREENS,  

QUEENSLAND, AUSTRALIA

“Before joining Lifestyle Tradie we had a big team, 

high turnover and still operated the business 

on a paper diary. We faced many struggles in 

business —  the majority resulting from a lack of 

knowledge, resources and effective processes.

Many of the tasks we completed were done 

in a manual manner, some double-handled, all 
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taking a lot longer than they would have if we 

had better systems in place. As directors, we 

were completing tasks that shouldn’t consumed 

so much time. We didn’t know any better.

Lifestyle Tradie and Andy and Ange taught us 

the right technology and systems to implement 

into our business, which has totally changed our 

world. We now have control of every job, which has 

allowed for better visibility on important measurement 

data like profit/loss and job/quote conversion. 

Now, we’re able to go on holidays knowing the 

business can continue to operate without us. We’re 

not working around the clock like we used to.”

ADRIAN AND MICHAEL, HERITAGE PLUMBING,  

VICTORIA, AUSTRALIA

“I’m in Perth and questioned whether Andy and Angela 

could help me seeing I’m on the west coast and they 

are based on the east coast. After doing some research, 

I knew they were the right choice. I’ve streamlined 

the business, implemented upfront pricing and have 

become completely paperless, which has resulted in 
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an improvement of our cashflow by 438%. If you own 

a trade business and you’re working late nights, plus 

you spend little time with your family, then get in touch 

with Andy and Angela. I highly recommend them!”

BEN VAN DER KOOY, BEAUTIFUL PLUMBING,  

WESTERN AUSTRALIA, AUSTRALIA

“One of the biggest struggles before joining Lifestyle 

Tradie was not having any processes in place. It was all 

in my [Scott] head, which often got lost in translation. 

I found myself constantly repeating instructions and 

I was unable to spend more than three days away 

from the business before everything fell apart.

Since joining Lifestyle Tradie four years ago, 

we have been able to double our yearly turnover, 

increase profit all while maintaining the same 

level of overheads and numbers of tradesmen 

on the road. This was achieved by having a clear 

vision, systemising the business and implementing 

upfront pricing system in conjunction with a job 

management system that suited our business needs.
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Fast forward to today, we know our numbers 

and have been able to constantly achieve our profit 

targets and KPIs. I am working less and have been 

able to step off the tools to work on the business.”

SCOTT AND MEL MAHBOUB, RAPID PLUMBING GROUP,  

NEW SOUTH WALES, AUSTRALIA

“Through the ups and downs we experience owning 

a trade business, it can be lonely and stressful. Since 

meeting Andy and Ange, we have multiplied the ups, 

and when the inevitable downs occur, we know we 

have the most experienced trade business mentors 

by our side. Without their help, we wouldn’t have a 

business, let alone one that’s a fun and happy place 

to work. Thanks guys for your help and friendship.”

COREY AND NAOMI STEVENS, AC PLUMBING AND GASFITTING,  

QUEENSLAND, AUSTRALIA

“Since we have been with Andy and Ange and the 

Lifestyle Tradie team, our business has progressed 

from a one-man band in the loungeroom of our 
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home, to a successful business with four tradies 

on the road, full-time office staff —  all operating 

in a new factory office complex. Our business is 

systemised and we have a great team who know what 

is expected of them. As a husband and wife team, 

we’ve found clarity and a passion for business again.”

TONY WELSH AND TRISTAN WISE, H2PRO PLUMBING,  

VICTORIA, AUSTRALIA
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you’ve always
want to be.

GET STARTED
LIFESTYLETRADIE.COM.AU

Be the
TRADIE BOSS



Trying to figure out why you’re stuck at this stage of your trade business 
journey? Your business model is wrong. That’s the problem. Working 

harder has got you to this point. Now, it’s time to work smarter.
Start Up. Scale Up. Sell Up. is for trade business owners who want to 

make more money and fast-track financial freedom. Life is short. Don’t 
waste time reinventing the wheel. This book has all the answers.

Andy and Angela Smith, fellow trade business owners and co-founders 
of Lifestyle Tradie – an award-winning education program – have 

changed the lives of thousands of tradies and their families since 2009.
With the right systems in place, your life will change for the better, too.

YES, YOU COULD BE NEXT …
LIFESTYLETRADIE.COM.AU

Andy and Ange had done 
exactly what we wanted 
to do with life and 
business, so we sought 
them out as mentors. We 
went from start-up to 
turning over $1.2 million 
in 18 months.

Jackson and Kieren 
Lexity Plumbing and Electrical 

—


