
 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Page 1 



 

8 STEPS TO STABILIZE YOUR 
EVENT OR EQUIPMENT RENTAL 

BUSINESS 
The Blueprint That Preps Your Business to Scale and 

Outperform Your Competition 
 
What Is This Book and Why Should You Read It? 
 
3 days. 40 hours. 40 events. 45 employees. 16 cities. 23 trucks. 
 
I remember stretches in event rental when that was my reality. 
 
I was working nonstop, pouring everything I had into holding operations together. I was 
solving scheduling problems on the fly, filling staffing gaps myself, rerouting trucks, 
troubleshooting customer issues, and stepping into every crack in the system just to keep 
the business moving. Even with strong personal effort and isolated fixes in place, things 
still broke. 
 
That’s when I learned a lesson that would permanently shape how I lead businesses: One 
exceptional worker, manager, or owner cannot compensate for a broken system. 
 
No amount of heroic effort can stabilize a business that lacks unified systems, aligned 
leadership, and clear operational design. At the time, I believed what many business 
owners believe: if I just worked harder, pushed longer, and gave more of myself, 
eventually everything would click into place. 
 
It never did, because it never does. Because chaos is not solved by more effort. Chaos is 
solved by better systems. 
 
In equipment rental, I experienced the opposite after 8 months of testing, training, and 
refining. 
 
When I began redesigning how a location operated, how reservations were booked, and 
how fulfillment was handled as customers arrived, something remarkable happened. We 
were working less, yet achieving better results. Stress dropped. Execution improved. 
Outcomes became more predictable. Everyone was much happier.  
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That transformation did not happen because people suddenly worked harder. It happened 
because we had: 

●​ better hiring 
●​ better training 
●​ unified systems 
●​ stronger communication 
●​ measurable goals tied to clear outcomes 

 
That is the heart of this book. 
 
You must stabilize before you scale, otherwise you scale problems, not profits. 
 
Too many rental business owners chase growth before their foundation is ready. They add 
more inventory, take on more bookings, hire more people, and expand into larger 
opportunities, only to discover that growth magnifies every weakness already hiding in 
the business. 
 
Do you want to scale your problems or your profits? 
 
This book is designed to help you answer that question correctly. Inside these pages, I 
will walk you through eight intertwined and essential systems every event and equipment 
rental business must have in place before sustainable scaling can occur. These are not the 
only systems a business needs, but they are the foundational ones that create stability, 
clarity, and repeatable success. 
 
If your business feels chaotic, inconsistent, or overly dependent on you, this book is for 
you. 
 
If your growth feels fragile instead of sustainable, this book is for you. 
 
If you are ready to build a rental business that can scale intelligently instead of reactively, 
this book is for you. 
 
Let’s begin. 
 
Who Am I and Why Should You Listen to Me? 
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My name is Brenden Moran, and I exclusively serve event and equipment rental 
businesses as a business coach, strategist, and operational guide. I did not arrive here by 
accident. 
 
For years, before launching my coaching business, I worked inside businesses where I 
repeatedly stepped into struggling operations and helped engineer fast turnarounds. I built 
teams, stabilized broken systems, improved profitability, reduced waste, and created 
measurable improvements where others had stalled.  
 
In one $5 million equipment rental company, I helped increase operating profit from 8 
percent to more than 45 percent using some of the systems we will cover in this book. 
Other businesses I have worked with have achieved six-figure operational savings, 
doubled profitability, and sustained record-breaking revenue periods. I’ve helped 
generate millions in operational savings and new booked profit.  
 
But my journey into coaching was not built only on successful business management. 
 
Three separate times in my career, after helping transform businesses and work myself 
out of operational necessity, I was laid off. Each one was a gut punch to our family 
beyond just the financial hardship.  
 
More than once, the timing came just before the birth of one of my daughters. My wife 
and I have four daughters, and those experiences helped lead me into business coaching 
years before I anticipated I would make the leap.  
 
I have also been the person responsible for informing my staff of layoffs. That weight 
stays with you, and it’s one of the reasons why my philosophy is so deeply rooted in 
stabilization first. Your business should be built for the long haul.  
 
Businesses that grow too fast without the right foundation, or worse, are stagnant and 
failing, don’t just break operationally, they impact the people who depend on them.  
 
This is a big part of why I do this work.  
 
To help business owners build companies that are stable, scalable, and strong enough to 
support the people behind them.  
 
My educational background includes: 

●​ Undergraduate degree in Communication Studies 
●​ Master’s degree in Management and Leadership 
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●​ Certified Coach in Organizational Development 
●​ Coaching accreditation through the International Coaching Federation (ICF) 

 
Those credentials matter, but what matters more is this: everything in this book comes 
from tested, real-world application and is designed to support, stabilize, and scale your 
equipment or event rental company.  
 
These are systems forged in the realities of rental operations, not abstract theory. 
 
The Rental Builder System 
  
If you run an event or equipment rental business, you already know something most 
outside consultants do not: This is not a typical business. 
 
Inventory breaks, disappears, sits idle, or underperforms. Staff shows up late, or not at all. 
Customers expect speed, flexibility, and flawless execution, often simultaneously. Cash 
arrives unevenly and leaves quickly through payroll, repairs, fuel, and replacement costs. 
 
And then there is seasonality. 
 
Rental businesses live at the intersection of logistics, operations, sales, service, labor 
management, and asset control. When one part breaks down, every other part feels it. 
That is why most rental businesses become harder to run as they grow. Not because they 
are doomed to complexity, but because they are growing without enough structure 
underneath them. 
 
Many rental businesses were built reactively with a few assets, fewer customers, long 
hours, and constant improvisation. At first, those improvised fixes feel harmless. A 
scheduling workaround here, a rushed staffing adjustment there, a new policy added after 
something goes wrong. But over time, many rental businesses look like death by a 
thousand cuts, covered in layer after layer of band-aids.  
 
Each quick fix may solve today’s immediate issue, yet without a unified operating system 
underneath it, those patches begin to pile up. Eventually, the business is no longer 
running on intentional design. It is running on accumulated reactions. That is when 
complexity starts masquerading as normal operations. 
 
What develops instead is dangerous to a business: 

●​ inconsistent workflows 
●​ undocumented tribal knowledge 
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●​ owner bottlenecks 
●​ disconnected teams 
●​ preventable cash strain 

 
The problem is rarely lack of effort. The problem is lack of system design. The Rental 
Builder System solves that. It is built on eight core systems: 

1.​ Lean Thinking 
2.​ Differentiators  
3.​ Business Strategy 
4.​ Marketing Plan 
5.​ Sales System 
6.​ Cash Flow Control 
7.​ Team and Accountability 
8.​ Operational Discipline 

 
These eight systems work together as one operating framework. When aligned, they 
create: 

●​ predictability 
●​ scalability 
●​ clarity 
●​ stronger profitability 
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What Comes Next 
 
Each section of this book focuses on one of these eight systems. 
 
In every chapter, I will help you understand: 

●​ why the system matters, 
●​ where rental businesses typically fail, 
●​ some of the highest-impact strategies to strengthen it. 

 
These are the most powerful starting points for stabilizing your business and preparing it 
to scale. This is not about perfection; this is about creating a business that runs with 
discipline, clarity, and confidence. 
 
Let’s start where every strong rental business must begin: 
 
With simplicity, waste reduction, and Lean Thinking. 
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LEAN THINKING 
The Foundation of a Stable Rental Business 

 
Most rental businesses are bleeding profit throughout their organization. 
 
It’s not because owners are careless, or because teams are lazy, or even because people 
are unwilling to work hard. In fact, the opposite is usually true. 
 
Rental businesses are often filled with hardworking people solving the same preventable 
problems over and over again at a high speed. But creative fixes to get the job done today 
don’t solve the systemic issues that arise from endless operational band-aids, scattered 
half-written processes and policies, nor from the growing number of complicated steps 
required to get everything right.  
 
This is where Lean begins, with a step back to approach our work in a smarter, leaner 
way. 
 
Lean thinking is about eliminating waste. No matter how complicated it’s often 
presented, Lean at its core is simple: it is the discipline of identifying and removing 
anything that adds little or no real value to the business or the customer. 
 
And in rental businesses, waste is everywhere once you learn how to see it. 
 
If you do not remove waste first, every future improvement will cost more and accomplish 
less. 
 
This is why we begin here. Before strategy, marketing, scaling, or expansion can work 
effectively, the business must first become efficient at its foundation. 
 
WHAT LEAN REALLY MEANS 
 
Originally developed through the Toyota Production System, Lean is often 
misunderstood because it is presented as a technical toolkit full of charts, jargon, and 
process maps. In reality, Lean begins with one very practical question: 
 
What actually creates value for the customer, and what does not? 
 
Everything that does not create value is waste. That waste may look like: 

●​ unnecessary approvals 
●​ duplicated paperwork 
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●​ idle inventory 
●​ repeated mistakes 
●​ preventable delays 
●​ overcomplicated policies 

 
Most rental businesses are not short on systems. They are short on simple, consistent 
systems. Too often, every new manager creates a new version of the same process while 
old systems collect dust in binders, shared drives, and forgotten folders. Teams end up 
reinventing workflows instead of improving them. 
 
Lean interrupts that cycle. It forces the business to confront how work is actually being 
done, not how people assume it is being done. At its core, Lean is not about doing more. 
It is about doing less, and doing the right things better. 
 
Instead of asking: What is the best way to do this? 
 
Lean asks: What is the simplest way to do this without sacrificing effectiveness? 
 
That question changes everything. 
 
HOW DOES LEAN WORK IN MY BUSINESS?  
 
Before we go further, let’s briefly look at several foundational Lean concepts and how 
they apply directly to event and equipment rental businesses. Traditional Lean identifies 
several major categories of waste. Here are the most important ones for rental owners to 
understand (concepts borrowed from Lean frameworks like TIMWOOD): 
 

1.​ Waiting Waste 
 
Any time people, trucks, crews, equipment, or customers are waiting unnecessarily. 
Examples: 

●​ crews waiting on incomplete load-outs 
●​ drivers delayed by paperwork bottlenecks 
●​ event installers waiting for missing inventory 
●​ customers standing idle at check out counters 

 
2.​ Motion Waste 

 
Unnecessary physical movement that adds no value. Examples: 

●​ moving the same chairs three times before being set 
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●​ staff searching yards for misplaced equipment 
●​ technicians walking repeatedly across warehouses or yards for items, inventory, 

and tools. 
 

3.​ Overprocessing 
 
Doing more work than necessary to complete a task. Examples: 

●​ duplicate approvals 
●​ redundant paperwork 
●​ excessive documentation no one uses 
●​ long processes with unnecessary steps 

 
4.​ Defects and Rework 

 
Mistakes that require correction. Examples: 

●​ incomplete event pull sheets 
●​ damaged equipment arriving onsite 
●​ incorrect rental orders requiring re-delivery 

 
5.​ Overproduction 

 
Preparing or purchasing more than needed. Examples: 

●​ buying inventory based on assumptions rather than demand trends 
●​ over-prepping equipment for jobs that never materialize 

 
6.​ Underutilized Talent 

 
One of the most overlooked wastes. Examples: 

●​ employees whose ideas are never solicited 
●​ managers solving problems teams could solve independently 
●​ employees who are not working as much as they are paid to work 

 
Whether big or small, these wastes quietly erode profitability every day. 
 
How many of these look familiar? I have found examples of each of these in a single day 
of work. Waste issues are pervasive and quietly drain your team’s motivation and 
business’s limited resources.  
 
THE DISCIPLINE OF SIMPLICITY 
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Years ago, I heard about a company that created a ten-page dress code policy. Every 
scenario was covered. Every exception explained. Then a new leader replaced the entire 
document with two words: 
 
Dress professionally. 
 
The expectation did not change.​
The standard did not change. 
What changed was unnecessary 
complexity. 
 
This is where many rental businesses 
struggle, because this same principle 
shows up constantly in this type of 
business.  
 
Over time, processes become layered like bandages over old wounds. A scheduling 
workaround gets added. A staffing patch gets inserted. A new approval step gets created 
after a mistake. Each fix is made with good intention, but eventually the business is no 
longer operating on intentional design. It is operating on accumulated reactions.  
 
That is when complexity starts masquerading as professionalism. We often assume that 
each policy must be detailed and every process must account for every exception. This is 
the professional path, right? Lean thinking challenges that pattern. Simplicity is not the 
absence of thought, but the result of disciplined and intentional thinking. 
 
WASTE IN A RENTAL BUSINESS  
 
In addition to traditional Lean categories, rental businesses typically experience waste in 
these five categories:  
 
Inventory Waste 

●​ idle underperforming assets 
●​ excess “just in case” or “nice to have” purchases 
●​ premature disposal of usable inventory 

 
Process Waste 

●​ delayed approvals 
●​ redundant checklists 
●​ duplicated data entry or steps 
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●​ long turnaround cycles 
 
Labor Waste 

●​ crews waiting for incomplete loads 
●​ drivers delayed by missing paperwork 
●​ excessive manual handling instead of equipment use 
●​ too many people doing the same task 

 
Administrative Waste 

●​ endless meetings without decisions 
●​ repeated decision-making loops 
●​ manual systems that should be automated 
●​ busy work  
●​ making new steps and processes that just add work and not value 

 
Monetary Waste  

●​ subscriptions that have been around forever 
●​ small purchases that add up  
●​ comparable products and services never shopped or negotiated 
●​ inventory purchases for inventory that sits 

 
This list is not exhaustive, but even reducing these wastes moderately often creates 
dramatic gains in profitability, speed, and employee morale. The most dangerous thing 
about waste is that it becomes normalized, or worse, you may be taken advantage of 
intentionally. Once accepted as routine, it stops being questioned. Lean makes invisible 
waste visible again. 

 

IMPLEMENTATION SPOTLIGHT 
1 Hour to Waste 

 
Do you have 1 hour to set aside for waste? Set aside one hour each week or 
month to work on your business instead of merely in it. Spend 20 minutes on 
each of these three waste-cutting activities: 
 

1.​ Audit Time Lost on Dead-End Efforts 
 
Identify where leadership or teams are spending time on activities that 
never lead to outcomes. Ask: 
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●​ What projects never produce results? 
●​ Where are conversations happening repeatedly without 

decisions? 
●​ Where is time being spent without measurable return? 

 
Tighten communication. Tighten goals. Waste often begins where clarity 
is absent. 
 

2.​ Review the P&L (Profit & Loss Statement) Line by Line 
 
Ask: 

●​ Is this expense necessary? 
●​ Does this create value? 
●​ Does this improve outcomes enough to justify its cost? 

 
Every expense should defend its existence. 
 

3.​ Observe Work Where It Happens 
 
Leave your office. Spend 20 minutes in: 

●​ the yard 
●​ warehouse 
●​ dispatch desk 
●​ service counter 

 
Watch for: 

●​ waiting 
●​ confusion 
●​ repeated questions 
●​ unnecessary movement 

 
Waste is easiest to fix when observed firsthand. Leadership cannot 
eliminate what leadership refuses to see. 
 

 
A SIMPLE EXAMPLE: THE FORKLIFT 
 
In one warehouse operation, a company chose not to lease a forklift because of the 
perceived cost. Instead, employees manually moved equipment across a 
30,000-square-foot facility, without pallets,  pallet jacks, forklifts, or any other 
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equipment. Everything was hand carried. ​
 
The result: 

●​ labor costs ballooned 
●​ productivity slowed 
●​ injuries increased 

 
In real terms, the business was likely losing $2,000–$5,000 per month in excess labor 
costs alone, not including the indirect costs of slower turnaround times, missed 
opportunities, and employee fatigue. Estimated total waste likely exceeds 3–6× the cost 
of leasing a forklift. 
 
In another operation, two properly equipped employees performed the same workload as 
five or six in the manual operation, effectively reducing labor requirements by 50–65% 
while increasing throughput and safety. 
 
WHERE LEAN IS MISAPPLIED 
 
Many businesses misunderstand Lean and reduce it to cost-cutting. 
 
They: 

●​ cut staff 
●​ slash budgets 
●​ pressure vendors 

 
Short-term margins may improve. But this misses Lean entirely. 
 
Cost-cutting asks: How do we spend less? 
 
Lean asks: How do we make this simpler, easier, faster, and more consistent? 
 
Those are not the same questions. When Lean becomes cost-cutting only: 

●​ morale drops 
●​ fear rises 
●​ quality slips 
●​ inefficiencies remain hidden and protected 

 
LEADERSHIP RESPONSIBILITY 
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Lean only works when leadership makes it non-negotiable. If leadership stops reinforcing 
it, Lean disappears. 
 
That is why Lean must show up everywhere, in: 

●​ meetings 
●​ hiring 
●​ onboarding 
●​ training 
●​ performance reviews 
●​ leadership conversations 

 
If leaders do not reinforce Lean consistently, teams will revert to old habits. Lean is not a 
one-time initiative. It is a leadership discipline. And no one is above the system, not even 
the owner. 
 
KEY TAKEAWAYS 
 

●​ Lean is the elimination of waste, not simply cost-cutting. 
●​ Waste hides inside normal routines until leaders learn to identify it. 
●​ Simpler systems outperform bloated, overengineered ones. 
●​ Small inefficiencies compound into major profit loss. 
●​ Lean must begin with leadership and remain visible daily. 

 
ACTION STEPS 
 

●​ Conduct your first 1 Hour to Waste audit this week. 
●​ Identify one of each type of waste problem in your business. 
●​ Simplify one overcomplicated process immediately. 
●​ Ask your team where work feels harder than it should. 
●​ Remove one unnecessary step from a recurring workflow. 
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DIFFERENTIATORS 
Why Customers Choose One Rental Company Over Another 

 
“When I grow up, I want to be just like everyone else.” 
 
Said no one ever. 
 
We do not live our lives trying to become forgettable, and yet many businesses operate 
exactly that way. They blend into crowded markets, mimic their competitors, and then 
wonder why price becomes the only reason customers choose them. 
 
What if your business stopped trying to be one of many? What if instead, your rental 
company became the obvious choice for a very specific reason? That is the power of 
differentiation. Differentiation is not about being flashy. It is about becoming 
meaningfully distinct in a way that matters to customers and is difficult for competitors to 
replicate.  
 
This is a business-altering decision. 
 
Once you choose how your business will stand apart, it changes: 

●​ how you operate 
●​ how you market 
●​ how you sell 
●​ how you price 
●​ how you grow 

 
That is why differentiation is not a slogan; it is strategy. 
 
At its core, a differentiator is a meaningful advantage your business creates that solves a 
real customer problem in a way competitors do not, and cannot easily replicate.  
 
WHY DIFFERENTIATION MATTERS 
 
Customers do not store every company in their minds equally. They assign mental tags. 
We perceive U-Haul as affordable and practical for budget-conscious moves. We perceive 
Costco as bulk value. We perceive Sprouts as healthier and higher quality. We perceive 
Walmart as having broad convenience at low prices. 
 
Those perceptions shape behavior. 
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When customers know what your company stands for, they know when to choose you. 
That clarity creates preference. Without differentiation, your business becomes mentally 
interchangeable with every other rental company in your market. And when customers 
cannot tell the difference between providers, they default to comparing on price. 
 
If the market cannot clearly define you, it will compare you on price. 
 
THE COST OF STAYING UNDIFFERENTIATED  
 
When a business is not clearly positioned: 

●​ pricing pressure increases 
●​ margins compress 
●​ sales cycles become longer 
●​ loyalty weakens 
●​ growth becomes harder to sustain 

 
This is not a marketing problem; it is a positioning problem. Without clear differentiation, 
every sale becomes a negotiation. 
 
HOW TO BEGIN FINDING YOUR DIFFERENTIATORS 
 
If a Burger King is on one corner and another burger shop opens with the same product at 
the same price, no one gets excited. No one wants more of the same. In this way, don’t 
start trying to be different by being the same as someone else. This understandably 
defeats the purpose of differentiation. 
 
Before building a differentiation strategy, you need data. Start by examining five areas: 
 

1.​ Competitor Weaknesses 
 
What do competitors consistently do poorly? Consider becoming exceptional where they 
disappoint. This is reverse benchmarking. 
 

2.​ Competitor Strengths 
 
What are strong competitors doing well, especially outside your immediate market? 
Borrow ideas intelligently by adapting them to your customer and operating model.  
 

3.​ Other Industries 
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Look beyond rentals. How do great businesses in other industries create loyalty and stand 
apart? Often, the best transferable ideas come from outside your sector. 
 

4.​ Customer Pain Points 
 
What frustrates your customers most? Where do they experience friction, inconvenience, 
uncertainty, or disappointment? Pain points often reveal your greatest differentiation 
opportunities. 
 

5.​ Failed Business Lessons 
 
Study businesses that once led their markets and lost relevance. How was their 
differentiation made and then lost? Who replaced them, and why? Watch for the patterns. 
 
DIFFERENTIATION IN RENTAL BUSINESSES 
 
Let me ask you something: Are you the clear first choice rental company in your market?  
 
If not, why not? What makes another company the preferred choice? 
 
Is it: 

●​ inventory selection 
●​ service responsiveness 
●​ reliability 
●​ pricing 
●​ reputation 
●​ convenience 
●​ how long they’ve been established 

 
Most rental companies believe they should or must compete on price. That belief creates 
dangerous habits: 

●​ over-discounting 
●​ margin erosion 
●​ unstable profitability 
●​ becoming the discount provider 

 
The businesses trapped in price competition teach customers to treat them as 
commodities, and commodity businesses are easy to replace. 
 
THE TRUTH ABOUT LOW-COST STRATEGY  
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Let me be clear: low-cost leadership can absolutely be a valid differentiation strategy. But 
only when it is intentional and fully engineered. 
 
Companies like U-Haul succeed as low-cost providers because: 

●​ their scale supports it 
●​ their systems are optimized 
●​ their operations run lean 
●​ waste has already been aggressively removed 
●​ their business model is built around cost efficiency 

 
Cheap pricing alone is not a strategy. Cheap pricing without operational excellence is just 
margin destruction. And even true low-cost leaders face constant attacks from new 
discount competitors entering the market. 
 
That is why low-cost positioning works best when supported by: 

●​ strong brand recognition 
●​ operational discipline 
●​ additional differentiators beyond price (U-haul has plenty)  

 
Cheap is only powerful when everything else is already dialed in. 
 
A REAL EXAMPLE: THE 5-MINUTE PICKUP  
 
While running an equipment rental operation, I created a system called: 
 
The 5-Minute Pickup 
 
The problem: Customers wasted too much time waiting during equipment pickup. 
 
The solution: We prepared everything before arrival. 
 
When customers arrived: 

●​ paperwork was already staged 
●​ equipment was already pulled 
●​ one employee handled office processing 
●​ one employee handled yard fulfillment 

 
Eliminated unnecessary movement. No delays. No frustrated customers standing around 
waiting. 
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The result: 

●​ happier customers 
●​ faster throughput 
●​ reduced labor waste 
●​ smoother operations 

 
That became a real differentiator. Customers who rented with competitors routinely told 
us: No one else does it this fast. 
 
That mattered because it solved a pain point competitors ignored. That is what real 
differentiation looks like. And we shouldn’t stop there. Why not have the fastest check in, 
the fastest same day fulfillment, the fastest same day delivery, or the fastest reservation 
process? If your team and systems are built around speed, and this is a differentiator your 
market will respond well to, this may help differentiate your business too! 
 
THE RENTAL DIFFERENTIATION FRAMEWORK 
 
Strong differentiation is rarely built on one idea alone. The strongest rental brands 
combine multiple strategic elements. 
 
The Rental Differentiation Framework consists of four core components: 
 

1.​ Unique Selling Proposition (USP) 
 
Your USP answers: Why should someone choose you? 
 
Weak USP: We offer great products and service. 
 
Strong USP: One Price. One Person. One Hour. 
 
This was a differentiator used by a car dealership in my area.  
 
A strong USP: 

●​ solves a real customer frustration (all day car buying process, bartering, too many 
people in the process) 

●​ is easy to understand (six words and easily marketable!)  
●​ makes your value instantly clear (they don’t mess around)  

 
2.​ X-Factor 
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Your X-Factor is what makes you memorable. It is what makes people remember your 
business and talk about you.  
 
Examples: 

●​ uniquely seamless delivery or check out experiences 
●​ communication systems that eliminate uncertainty 
●​ delightful surprise touches that competitors never offer 

 
This could include:  

●​ Live delivery tracker with ETA 
●​ No fees on any order 
●​ Price match plus 10% discount for any identical item 
●​ The 5 Minute Pickup  
●​ In house planning for your event  
●​ Free delivery  

 
The X-Factor often creates word-of-mouth momentum. 
 

3.​ Bold Promise 
 
A bold promise defines a measurable customer outcome you confidently promise the 
customer. 
 
Examples: 

●​ On-time delivery every time, or we cover the delay cost 
●​ Job-ready equipment every rental, or we replace it immediately 

 
A strong promise is: 

●​ specific 
●​ measurable 
●​ outcome-focused 

 
4.​ Guarantee 

 
A guarantee removes buyer hesitation and explains what happens if you fail to deliver on 
your bold promise.  
 
It answers: What happens if this goes wrong? 
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Strong guarantees: 
●​ reduce perceived risk 
●​ increase conversion confidence 
●​ strengthen trust before purchase 

 
Examples:  

●​ If we miss your delivery window, your delivery fee is waived. 
●​ If an inventory piece arrives unusable, we will replace it same-day and discount 2 

days from the billing.  
●​ If the weather prevents us from setting up, we don’t charge you.  
●​ If your equipment breaks down we will replace it within 3 hours inside our 

primary service zone.  
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Tying It Together 
 
A single, well-executed differentiator can elevate a business to the top of its market. 
When multiple elements are aligned and reinforcing, the impact becomes even stronger. 
However, differentiation must be focused. 
 
You cannot be all things to all customers. When a business tries to stand out in too many 
unrelated ways, it sends mixed signals to the market and creates confusion for the 
customer. Internally, it often creates even bigger problems. Operations become 
fragmented, priorities compete, and teams struggle to deliver consistently. 
 
With limited resources and staff, scattered differentiators lead to scattered execution. 
Strong businesses do not try to be different in many ways. They choose a clear position, 
reinforce it consistently, and build their operation around delivering it exceptionally well. 
 

IMPLEMENTATION SPOTLIGHT 
The Differentiator Discovery Process 

 
This is a streamlined version of the essential discovery process, 
designed to help you identify meaningful differentiation without 
overcomplicating the work. 
 
Phase 1: Internal Discovery 
List: 

●​ your top customer pain points 
●​ your strongest repeatable strengths 
●​ competitor weak spots 

 
Phase 2: External Validation 
Ask: 

●​ current customers 
●​ lost customers 
●​ vendors 
●​ employees 
●​ industry peers 
●​ people outside your industry 

 
Questions: 

●​ What makes us different? 
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●​ Why do customers choose us? 
●​ What would make someone switch to us? 

 
Phase 3: Market Validation 
Test your ideas in: 

●​ proposals 
●​ sales conversations 
●​ website messaging 
●​ advertising 

 
Please Note: 

●​ Watch what changes buyer behavior. 
●​ Beware of false differentiators, internal bias, or echo chamber decisions. 
●​ If your differentiator sounds impressive internally but customers do not 

value it enough to act on it, it is not true differentiation. 

 
FINAL THOUGHT 
 
The best differentiators are not invented in conference rooms, they are discovered where: 

●​ customer pain intersects 
●​ operational excellence exists (or could exist if you put your effort there)  
●​ competitors leave gaps unfilled 

 
If customers cannot clearly explain why you are different, they will default to price every 
time. And price is the weakest battlefield in business. 
 
KEY TAKEAWAYS 
 

●​ Differentiation is strategic positioning, not marketing language 
●​ Customers assign mental tags that influence buying behavior 
●​ Undifferentiated businesses become price-compared businesses 
●​ Low-cost strategy only works when fully engineered operationally 
●​ Strong differentiation combines multiple reinforcing elements 

 
ACTION STEPS 
 

●​ Identify three ways your competitors consistently disappoint customers 
●​ Ask five current customers why they choose you 
●​ Define one pain point your company could solve better than anyone else 
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●​ Audit your messaging for vague phrases like “great service” 
●​ Draft your first real USP statement 
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STRATEGY 
Turning Decisions Into Direction 

 
Many rental businesses are busy making decisions, but very few add up to a clear 
strategy. This is because they confuse movement with direction. 
 
Revenue goals are set. Inventory is purchased. New hires are made. Marketing ideas are 
tested. Expansion opportunities are discussed. All of that can create activity. None of it 
by itself creates strategy. Strategy is what prevents a business from becoming a collection 
of disconnected decisions.  
 
Without it, growth becomes expensive guesswork. 
 
WHAT STRATEGY IS 
 
Strategy is one of the most commonly used words in business and one of the least 
understood in practice. It is often reduced to designating future outcomes, like what we 
want the revenue to be at the end of the year.  
 
Outcomes like this are important, but they are not a strategy. Goals define what you want 
to achieve. Strategy defines how you will achieve it. 
 
At its simplest, strategy is a set of choices and steps aimed at completing a larger goal. It 
defines: 

●​ where you will focus (and why)  
●​ how you will compete 
●​ what you will deliberately choose not to do 

 
That last point is critical. Real strategy is not built only on decisions about what to 
pursue. It is equally built on what you refuse to pursue. 
 
Strategy is not planning alone, but it requires a plan to be executed.  
 
Strategy is the answer to two questions: Where are we going, and why? What specific 
actions will we take next to get there?  
 
Strategy is directional and operational. It is neither the plan nor the vision; it connects 
both.  
 
THE DRIFT RENTAL COMPANY 
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I once worked with a business I’ll call Drift Rental Company. 
 
On paper, they looked successful. They had inventory, customers, referrals, and steady 
revenue. But underneath the surface, they were directionless. Their inventory decisions 
told the real story.  
 
They didn’t buy based on a defined customer, a clear market position, or a long-term 
plan. They bought based on instinct: 

●​ what looked attractive 
●​ what might rent 
●​ what felt like a good deal at the time 

 
Each purchase made sense on its own. But together, they lacked coherence. There was no 
unifying strategy behind their inventory. No clear answer to: 

●​ Who are we best built to serve? 
●​ What type of jobs do we want more of? 
●​ What assets will strengthen that position over time? 
●​ What will make us the go-to company in our market for high-paying customers 

and high-margin work?  
 
As a result, their inventory became an expensive collection of disconnected bets. They 
owned a little bit of everything, but were not the best at anything. They passed on 
higher-margin, durable assets that could have strengthened profitability because those 
decisions required long-term thinking. Instead, they continued making short-term 
purchases that kept them busy, but not necessarily profitable. 
 
Meanwhile, competitors with clear positioning were making intentional investments: 

●​ expanding specific categories 
●​ deepening their strengths 
●​ building inventory that reinforced their market position 

 
Drift Rental Company, by contrast, could only think one year ahead. When leadership 
was asked where the business was going, the answer was always the same: “Grow 
revenue.” 
 
That was not a strategy. That was aspiration without direction. Inside the company: 

●​ priorities shifted constantly 
●​ alignment meetings multiplied 
●​ employees lacked clarity 
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●​ teams didn’t know what they were building toward 
 
They said yes to nearly every reservation, including low-margin work (often without 
realizing it). They relied heavily on referrals and had no scalable inbound system to 
replace or strengthen demand. 
 
They were not operating from strategic intention. They were operating from accumulated 
reactions. And that is how many businesses stall without realizing why. They weren’t 
failing fast enough to force change. 
 
They were drifting. 
 
THE RENTAL STRATEGY FRAMEWORK 
 
A strong strategy does not need to be complicated. It does need to be complete, however. 
 
The Rental Strategy Framework is built on six essential elements: 
 

1.​ Direction 
What long-term future are you building beyond short-term targets? 
 

2.​ Focus 
What matters most in the next 12 months at a minimum (within a broader 3-5 year 
direction)?  
 

3.​ Differentiation 
What makes your business meaningfully distinct in the eyes of the customer?  
 

4.​ Ideal Customer 
Who are you best positioned to serve? Equally important: Who are you not for? 
 

5.​ Filters 
What standards determine which opportunities you pursue or reject? These prevent 
distraction. 
 

6.​ Strategic Timing 
What should happen now, later, or not yet? A good strategy is not only about choosing 
correctly, it is about choosing in the right step sequence and spacing. 
 
WHY THIS FRAMEWORK MATTERS 
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When these six elements are clear: 

●​ decisions accelerate 
●​ distractions become easier to reject 
●​ teams align faster 
●​ investments become more intentional 

 
Without these boundaries, businesses drift toward reactive behavior. Reactive businesses 
waste enormous energy, resources, and time solving problems strategy should have 
prevented. 
 
WHERE STRATEGY GOES WRONG  
 
Most strategic failures are not caused by lack of effort, they come from lack of focus.  
 
Common patterns include: 

●​ confusing goals with strategy 
●​ failure to make trade-offs  
●​ lack of a coherent direction  
●​ chasing competitors instead of building advantage 
●​ overextension of resources (and personnel)  
●​ overcomplicating strategy  
●​ failure to translate strategy into an execution rhythm 
●​ setting goals without defining the path 
●​ excessive short term thinking at the expense of long-term direction 
●​ lack of filters and measurable indicators 
●​ management not communicating strategy clearly  
●​ strategy staying theoretical rather than practical and actionable 

 
In many businesses, strategy exists only in the owner’s head. That is not enough. If 
strategy is not visible, it cannot guide the company. 
 
STRATEGY MUST BE VISIBLE 
 
A strategy no one understands will never be executed well. One of the most common 
breakdowns in growing businesses is the gap between leadership intent and team action. 
Usually this is not resistance but a lack of clarity. 
 
Effective strategy must be: 

●​ simple enough to explain clearly 
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●​ repeated consistently 
●​ embedded into daily work 

 
Teams should not have to guess what matters most. 
 
MAKING STRATEGY TANGIBLE  
 
Verne Harnish, in Scaling Up, emphasizes that strategy only works when built into 
business rhythm. Strategy must live inside: 

●​ annual priorities 
●​ quarterly objectives 
●​ monthly reviews 
●​ weekly leadership meetings 

 
A strategy discussed once a year is not strategy. It is a nice dream you had. Rhythm turns 
strategy into execution. Without rhythm, priorities drift. 
 
WHAT STRATEGY LOOKS LIKE IN A RENTAL BUSINESS 
 
In rental businesses, strategy appears in decisions like: 

●​ which customer segments you prioritize 
●​ which inventory categories you expand or phase out 
●​ what level of service you commit to 
●​ where you invest technology and staffing dollars 
●​ how you market yourself  
●​ your differentiators 
●​ which decisions and actions you take on a daily, weekly, monthly, quarterly, and 

annual basis 
 
Example: A company focused on high-end weddings may prioritize: 

●​ premium inventory aesthetics 
●​ white-glove setup crews 
●​ flawless precision execution 
●​ quality inventory  

 
Example: A contractor equipment rental company focused on speed may prioritize: 

●​ rapid turnaround systems 
●​ emergency replacement dispatch 
●​ uptime guarantees 
●​ proactive communication 

Page 30 



 

 
Whatever the direction you decide to take the company in, just remember that it must 
align with the needs and pains expressed by your market. Anything that you do in pursuit 
of your strategy is your implementation plan, and anything outside of your strategy is 
there to distract you from completing your goals and should be eliminated or ignored.  
 
WHY SIMPLICITY WINS:  
 
Many strategies fail because they are too complicated to use. If strategy cannot be: 

●​ remembered by leaders and employees 
●​ explained by leaders and employees 
●​ applied quickly in decisions 

…it will not survive pressure. 
 
Simple strategies outperform elaborate ones because they can actually be executed. 
 

IMPLEMENTATION SPOTLIGHT 
Build Your Strategic Direction Blueprint 

 
A strong strategy begins by creating alignment between where your business is 
going and how decisions will support that future. This is a simplified version of a 
one-page strategic planning model, designed to help you begin shaping your 
business direction without overcomplicating the process. 
 
Start by drafting these six core elements: 
 

1.​ Define Your Long-Term Direction 
 
Where do you want the business to be in 3–5 years? Examples: 

●​ Market leader in luxury wedding rentals in your region 
●​ Fastest-response contractor equipment rental provider in your county 

 
Be specific enough that the destination is clear. 
 

2.​ Define Your 12-Month Strategic Focus (aligned with your 3–5 
year direction)  

 
What is the most important priority in the next year to help you achieve your 
long-term direction? Examples: 
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●​ Expand tent division profitably 
●​ Increase contractor repeat business by 30% 
●​ Build premium corporate event segment 

 
Focus creates discipline. 
 

3.​ Identify Your Differentiators OR Your Primary Differentiator  
 
What will make customers choose you over competitors? This must connect 
directly to customer value, not internal preference. 
 

4.​ Clarify Your Ideal Customer 
 
Who are you building this strategy for? Not every customer is your customer. 
Define: 

●​ best-fit customer type 
●​ highest-value segment 
●​ customers you should stop chasing 

 
You can target multiple ideal customers, but each segment will have 
specific pain points and respond differently than other ideal customer 
segments.  
 

5.​ Establish Strategic Filters 
 
Before pursuing new opportunities, ask: 

●​ Does this align with our long-term direction? 
●​ Does this strengthen our differentiation? 
●​ Does this move us toward our ideal customer? 

 
Filters prevent distraction. 
 

6.​ Choose One Critical Metric 
 
Pick one measurable indicator that tells you whether the strategy is working. 
Examples: 

●​ Repeat customer percentage 
●​ Revenue per asset class 
●​ Gross margin by segment 
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What gets measured gets improved. 
 
Final Step: Work Backward Into Decisions 
 
Once these six elements are clear, begin asking: what inventory decisions, 
staffing decisions, pricing decisions, and marketing decisions must now change to 
support this direction? 
 
This is when strategy becomes real. A strategy is not complete when it sounds 
impressive in a meeting. It is complete when it starts changing decisions 
throughout the business. 

 
FINAL THOUGHT 
 
A business with clear strategy does not necessarily work harder. It works with greater 
precision. 
 
People know: 

●​ where they are headed 
●​ why it matters 
●​ how decisions connect 

 
Without strategy, effort fragments. With strategy, effort compounds. That is how 
businesses move from motion to momentum. 
 
KEY TAKEAWAYS 
 

●​ Goals are not strategy 
●​ Strategy is a set of deliberate choices 
●​ Saying no is as important as saying yes 
●​ Strategy must be visible, understood, and repeated 
●​ Planning helps execute strategy, but cannot replace it 
●​ Rhythm is what keeps strategy alive 

 
ACTION STEPS 
 

●​ Write your current strategy in one paragraph 
●​ Identify one area where your business lacks strategic clarity 
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●​ Define your ideal customer more narrowly 
●​ Review one recent decision that did not align with long-term direction 
●​ Build your strategic review rhythm into your calendar starting this month 
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MARKETING PLAN 
Turning Visibility Into Predictable Demand 

 
Marketing is not a stand-alone department or isolated activity. It is directly connected to 
your strategy, your positioning, and your differentiators. Your USP, your X-Factor, your 
promise, and your guarantee are not just ideas. They are the foundation of your 
marketing. Without them, marketing becomes generic.  
 
In many businesses, marketing becomes the function tasked with dressing up an 
undifferentiated offering or coming up with new ways to sell the same generic product. 
And inevitably, when buyers aren’t convinced, marketing bears the brunt of it.  
 
With these differentiators, marketing becomes targeted. If you are paying attention, you 
are starting to see the pattern: 
 
Lean sets the stage across all systems.  
Strategy informs differentiation.​
Differentiation shapes marketing. 
 
And as we will learn in following chapters…​
 
Marketing feeds sales.​
Sales drive cash flow.​
Cash flow supports the team.​
The team executes the operation. 
The operation runs on process and rhythm. 
 
These are not separate initiatives. They are one interconnected system. When you isolate 
them, the business weakens. When they work together, they create momentum. 
 
WHY MARKETING OFTEN FEELS UNPREDICTABLE  
 
Marketing becomes unpredictable when messaging is unclear, execution is inconsistent, 
and activity is disconnected from measurable results. This is where many rental 
businesses struggle. This isn’t because they lack effort, but because they lack structure. 
Often, when business is busy, marketing stops or dollars are redirected to new inventory 
to “fuel” growth. However, when business slows, marketing suddenly becomes urgent 
and capital expenses disappear first. 
 
Activity suddenly spikes: 
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●​ more posts 
●​ more promotions 
●​ more ads 
●​ more scrambling 

 
Customers notice. They will recognize the clear shift and capitalize accordingly. Then as 
soon as business improves, marketing disappears again. 
 
The cycle repeats. This creates unstable demand and unreliable lead flow. That is not 
marketing. That is a chain reaction with continuous financial whiplash. 
 
THE CONNECTION BETWEEN DIFFERENTIATORS & MARKETING 
 
Marketing becomes dramatically easier when you actually have something meaningful to 
say. Without differentiation, most rental marketing sounds the same: 

●​ quality service 
●​ great inventory 
●​ competitive pricing 

 
None of this messaging is memorable. When your business is truly differentiated, 
marketing gains focus and has purpose. Instead of announcing your existence, your 
marketing begins solving specific customer frustrations. It may: 

●​ expose a pain point customers tolerate elsewhere 
●​ offer a better alternative 
●​ create curiosity around a unique advantage 

 
This is where theory becomes reality. Your differentiator stops being an idea and becomes 
a message that attracts the right customer. 
 
The Reality of Rental Marketing 
 
Many rental businesses rely heavily on repeat customers and referrals. For a while, this 
works...until it doesn’t. When referrals slow, relationships change, or competitors become 
more aggressive, many owners realize they have no dependable system to replace lost 
demand. And the customers that came because you offered excessive flexibility and low 
pricing will abandon you for the next business willing to offer the same.  
 
So you respond by adding more activity: 

●​ more platforms 
●​ more content 
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●​ more campaigns 
●​ and…more dollars 

 
But more activity without structure creates an echo that reveals how little real demand 
exists. Strong marketing begins with a stable baseline: a core set of reliable marketing 
activities that consistently generate demand. Only after that baseline is built should 
additional high-investment or new marketing levers be pulled. 
 
WHAT MARKETING IS 
 
Marketing is often misunderstood because it is confused with its tactics. 
 

●​ Social media 
●​ Email 
●​ SEO 
●​ Advertising 
●​ Direct mail 
●​ Google search 

 
These are just the marketing tools.  
 
Marketing is the system that makes selling easier. At its core, marketing is a structured 
set of decisions and actions designed to: 

●​ generate opportunities 
●​ attract better-fit customers 
●​ increase likelihood of conversion 
●​ find customers in the places they already are 

 
Marketing captures attention. Sales converts it. When marketing works well, sales 
become easier because trust has already been built before the first conversation begins. 
When marketing is weak, sales carries the full burden. That creates harder conversations, 
longer sales cycles, and greater pressure to oversell, overpromise, and over-deliver.  
 
The 5-Step Rental Marketing System 
 
Effective marketing is a system that moves potential customers from awareness to 
decision and beyond. The 5-Step Rental Marketing System provides that structure: 
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1.​ Attract — Create Visibility With the Right Audience 
 
This is not about being everywhere. It is about showing up where your ideal customers 
are already looking. Effective marketing begins with focus. Instead of trying to reach 
everyone, target the specific people most likely to need what you offer and who are 
willing to pay for it. When you do this well, your marketing becomes more efficient, your 
message becomes clearer, and your results improve. 
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You’ll often hear terms like personas or ideal customer profiles (ICPs). While those tools 
can be helpful (and are worth an online search for guides and worksheets), the goal is 
simple: identify the type of customer who values what you provide and is willing to pay 
for it. 
 
When your marketing is aligned to that customer, you naturally attract: 

●​ better-fit clients 
●​ fewer price-driven buyers 
●​ stronger relationships 
●​ more predictable outcomes 

 
You may still serve a range of customers, but your focus should remain on the ones who 
benefit most from your service and recognize its value. 
 
Examples: 

●​ venue partnerships for event rentals 
●​ contractor referral networks for equipment rental 
●​ Google local search visibility 
●​ targeted educational content 

 
The goal is not broad attention. It is relevant attention from the right buyer. 
 

2.​ Capture — Turn Attention Into a Contact 
 
Many businesses lose opportunities here. Website visitors leave without taking action. 
Calls go unanswered. Interest is never converted into inquiry. Capturing demand requires: 

●​ simple inquiry paths 
●​ clear calls to action 
●​ frictionless contact processes 

 
If attention is not captured, it is wasted. A better question to ask is this: 

What reason would your ideal customer have to engage with you before they are ready to 
buy? 

Many business owners assume customers only reach out when they immediately need a 
product or service. In reality, strong businesses create reasons for prospects to enter their 
orbit much earlier in the decision-making process. For example, this book. 
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You provided your information to access it. That created an opportunity for us to continue 
the relationship. This is not something I sell. It is designed to provide value first, establish 
trust, and begin a relationship before any purchasing decision is made. That is the essence 
of effective capture. 
 
The strongest businesses consistently create value before the sale. In my business, I do 
this through free educational resources created specifically for rental owners, including: 

●​ a newsletter with best practices and strategies 
●​ a podcast exploring rental business challenges in greater depth 
●​ well-researched white papers on important industry topics and pain points 
●​ blog articles with practical operational insights 
●​ business calculators for growth projections 
●​ scorecards that evaluate performance across core business systems 

 
None of these require a purchase. Their purpose is simple: to provide meaningful value 
before the sales conversation begins. Your business should ask the same question: 
 
What knowledge, tool, guide, or resource could you offer that would make your ideal 
customer want to stay connected with you? 
 

Customer education itself can be a powerful differentiator. Businesses that invest in 
teaching their market often generate significant inbound demand. While not every 
prospect converts, the volume and trust created drive consistent growth, often beyond 
paid marketing efforts through channels like search and referrals. 

When you create value before the transaction, you build trust before the sales 
conversation. And when that trust is paired with a strong customer experience, 
conversion and repeat business become far easier to earn. 

 
3.​ Nurture — Stay Relevant Until the Customer Is Ready 

 
Most customers do not decide immediately. They compare, wait, and revisit later. 
Nurturing means: 

●​ consistent follow-up 
●​ helpful communication 
●​ timely reminders 
●​ relevant educational content 
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Businesses that stay present win more often than those relying on one interaction. Again, 
customers need more than just your product or service to want to stay in contact with 
you. Consider a business that hosts industry events, exclusive mixers, photo shoots, 
safety talks, or has launched training courses on equipment or industry topics. Does this 
sound like nurturing that your ideal clients would benefit from?  
 
What other out-of-the-box ideas do you have to nurture your prospective (and current) 
customers?  
 

4.​ Convert — Turn Opportunity Into Revenue 
 
Many marketers treat this as the finish line. Leads are labeled “qualified” and handed off 
to sales. But conversion doesn’t start with sales. It starts much earlier. 
 
Marketing influences conversion by shaping expectations before the first conversation 
ever happens. When positioning is clear and trust is built early, customers stop asking, 
“Should I work with you?” and begin asking, “How do I get started?” 
 
While conversion ultimately happens within the sales process, strong marketing makes 
that process significantly easier. The customer is already informed, already confident, and 
often already leaning toward a decision. 
 
At that point, the role of sales is not to convince; it is to guide the customer to action. 
When leads are not converting, there is almost always an alignment issue. Either: 

●​ marketing is attracting the wrong audience or setting the wrong expectations 
●​ or sales is not aligned with how the business is positioned 

 
In either case, conversion breakdowns should not be treated as isolated problems. They 
are signals that the system is misaligned. The solution is coordination. Marketing and 
sales must work together to identify gaps, refine messaging, improve the process, and 
continuously test what drives better results. 
 

5.​ Expand — Turn Customers Into Repeat Business and Referrals 
 
This is where many rental businesses underperform in this process the most, because it is 
usually completely absent. A completed job is often treated as the finish line. It should be 
the beginning of the next cycle. 
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Marketing’s job is to keep the one-time customer coming back for more, because the 
positioning and engagement speaks to their needs and current pain points. Now that 
we’ve captured their business once, we want to expand that partnership.  
 
Expansion includes: 

●​ repeat bookings 
●​ referrals 
●​ reactivation campaigns 
●​ loyalty relationships 

 
This is often the most profitable growth source and the least systemized. You must have a 
written referral plan and a written retention plan. The easiest money you will make is 
selling and upselling your current customers. They are already established with you.  
 
Now, how will you nurture them and get them coming back and refer you to others in 
their network?  
 
HOW TO ENGINEER RETURN BUSINESS 
 
A restaurant owner studied customer behavior and found that even satisfied guests only 
returned about 40 percent of the time. So naturally he created a system to improve the 
odds. 
 
After a guest’s first visit, the chef would come out and personally thank the guests and 
while at the table he would then handwrite a personal invitation offering a complimentary 
entrée on their next visit. No additional purchase was necessary.  
 
When they returned, the manager would recognize the note and at the end of the meal 
would stop by to personally thank them for coming back and write a second personalized 
note with an offer for a free dessert on their next visit.  
 
By the third visit, something would change. The math and the psychology. The restaurant 
owner found that if he could get a customer to revisit his restaurant three times, they were 
70% more likely to be a repeat customer, or a regular. In fact, based on his research, it 
was far more costly to continuously bring in new customers than to try to retain the 
customers who were already coming in by thousands of dollars. It wasn’t even close.  
 
The restaurant became not only a place they had tried, but part of their routine. They felt 
valued and special.  
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The same principle applies in rental. A great experience alone does not guarantee repeat 
business, like we think it should. Return business must be intentionally invited. Ask 
yourself: 

●​ What is your process to delight new customers? 
●​ What is your process to reengage inactive customers? 
●​ What is your process to reward loyal repeat clients? 

 
We can’t just ask for the business, we need to engineer a system that makes the customer 
have a reason and desire to come back. If there is no system once a customer enters your 
booking calendar, growth is being left to chance. 
 
WHERE YOUR MARKETING SYSTEM IS BREAKING 
 
Most marketing systems break at specific handoff points, and each breakdown creates a 
different symptom: 

●​ Strong visibility but weak capture, where plenty of potential customers are seeing 
your marketing yet too few are taking the next step to become inquiries. 

●​ Good inquiries but poor follow-up, where initial interest is generated but 
inconsistent nurturing causes promising leads to lose momentum before they are 
ready to buy. 

●​ Strong leads but weak conversion, where the right prospects are entering your 
pipeline yet too few are actually booking despite appearing to be ideal customers 
on paper. 

●​ Completed jobs but poor repeat bookings, where customers have a positive first 
transaction but no structured process exists to bring them back for future business. 

 
Because many owners do not view marketing as a complete system, they often 
misdiagnose the problem. They add effort where the issue is most visible, not where the 
real breakdown is occurring. The most effective way to identify where marketing is 
failing is to measure every handoff point in the customer journey. 
 
Track the movement between stages: 

●​ views to clicks 
●​ clicks to inquiries 
●​ inquiries to quotes 
●​ quotes to bookings 
●​ bookings to repeat business 

 
Once you establish baseline data, patterns begin to emerge which create clarity. This is 
where leading indicators become powerful. Leading indicators are early signals that 
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reveal whether positive or negative results are developing before the final outcome 
becomes obvious. In the broader economy, one example is the stock market. It often rises 
or falls before the economy fully reflects that shift. 
 
Marketing works the same way. A drop in inquiries may warn of weaker bookings ahead. 
A rise in repeat engagement may signal stronger future revenue. Some indicators appear 
immediately, while others reveal themselves gradually over weeks or months. 
Your goal is to become skilled at tracking customer lifecycle data closely enough that you 
can identify: 

●​ negative trends before they become costly problems 
●​ positive trends early enough to capitalize on growth 

 
Businesses that monitor leading indicators do not simply react to results. They see them 
coming and adjust before the damage, or opportunity, fully arrives. 
 
I’ve seen rental businesses overinvest in long-term growth when they have a short-term 
booking problem. They thought their calendar would fill up, so they ran heavier on 
staffing and capital investments heading into their slow season. Not only was the slow 
season slower than prior years, so was their upcoming peak season. This was a financially 
impactful miscalculation due to not looking at the leading indicators.  
 
Had they merely looked at year-over-year bookings heading into that time of year, they 
would have seen a startling trend of lower bookings. Had they looked deeper for a reason 
and tried to deploy strategies to reverse course, they may have salvaged some 
profitability during these months.   
 
BECOME THE TRUSTED AUTHORITY 
 
The strongest long-term marketing strategy is not simply running more campaigns and 
dumping money into ads. It is becoming THE recognized expert in your market. When 
your business becomes the trusted authority, customers seek you out before they have an 
urgent need, which changes everything. 
 
Event Rental Examples: 

●​ publish planning guides 
●​ host venue showcase events 
●​ create wedding logistics education content 
●​ collaborate with planners as educational partners 
●​ speak at industry events  
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Equipment Rental Examples: 
●​ publish contractor guides 
●​ host safety and demo workshops 
●​ create seasonal project prep checklists 
●​ teach equipment best-use practices 
●​ speak at industry events 

 
This works online, because authority-driven marketing improves: 

●​ search rankings 
●​ social trust 
●​ email engagement 
●​ inbound lead quality 

 
This also works offline, because authority compounds through: 

●​ local reputation 
●​ venue partnerships 
●​ contractor referrals 
●​ trade relationships 

 
When trust exists before the sales conversation begins, price becomes less central. 
Authority lowers resistance. 

 

IMPLEMENTATION SPOTLIGHT 
Build Your Marketing Plan 

 
Every effective rental marketing plan requires three core components: 
 

1.​ Strategy 
 
Define: 

●​ who you are targeting 
●​ their pain points 
●​ why they choose you 
●​ what message matters most to them 

 
Strategy determines what your marketing says. 
 

2.​ Tactics 
 

Page 45 



 

Choose: 
●​ where you will market 
●​ how often 
●​ which channels support each stage of the 5-step system 

 
Example: 

●​ Google search = Attract 
●​ website form = Capture 
●​ email follow-up = Nurture 
●​ sales consultation = Convert 
●​ referral campaign = Expand 

 
Tactics determine how marketing happens. 

 
3.​ KPIs 

 
Track: 

●​ impressions 
●​ click-through rate 
●​ Inquiries 
●​ quote requests 
●​ Bookings 
●​ repeat bookings 

 
KPIs determine whether marketing is working. 
 
Final Check: 
 
Does every tactic support at least one step of the 5-Step Rental Marketing 
System? If not, it may be an activity that’s lacking purpose. 

 
BEST PRACTICES FOR YOUR MARKETING PLAN 
 
Avoid: 

●​ trying too many channels at once 
●​ unclear or generic messaging 
●​ changing campaigns too quickly 
●​ marketing without tracking data 
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Prioritize: 
●​ consistency over volume 
●​ clarity over cleverness 
●​ measurable channels over vanity activity 
●​ sustained repetition over short bursts 

 
Marketing success usually comes from disciplined repetition, not novelty. 
 
FINAL THOUGHT 
 
Marketing is not about doing more. It is about doing the right things, in the right order, 
with consistency and measurement. When that happens, demand becomes more 
predictable. And predictable demand creates controllable growth. 
 
KEY TAKEAWAYS 
 

●​ Marketing is connected to every other business system 
●​ Differentiation makes marketing easier and more effective 
●​ The 5-Step Marketing System creates structure 
●​ Marketing without data becomes guesswork 
●​ Authority marketing builds long-term inbound lead strength 

 
ACTION STEPS 
 

●​ Set your own 5-step marketing system 
●​ Define one core target audience clearly 
●​ Track one marketing funnel metric this week 
●​ Build one repeat-customer reengagement process 
●​ Choose one authority-building content initiative to launch this quarter  
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SALES SYSTEM 
Turning Conversations Into Consistent Revenue 

 
How are sales performing in your business? 
How would you describe your sales system? 
How about your salespeople? 
Do some perform well while others struggle? 
Are results strong one week and inconsistent the next? 
What is your conversion rate? 
What is it by representative? 
What is the number one reason customers choose you? 
What is the number one reason they do not? 
 
If you cannot answer these questions clearly, your sales system doesn’t have a 
performance problem. It has an architecture problem.  
 
JUST BOOK IT! 
 
I vividly remember one moment from my rental career. A colleague picked up the phone, 
introduced himself and the business, and within thirty seconds he was shouting into the 
receiver before slamming the phone down in frustration. He jumped to his feet, ran his 
fingers through his hair, and said, “That guy was ridiculous! Can you believe him?” 
 
Most of us who have worked in sales environments have seen moments like that. 
But that moment wasn’t just frustration. It was a signal. It was what happens when a 
salesperson is left to figure it out on their own. No clear structure, defined process, 
training on how to handle objections, consistent feedback or accountability, and no tools 
to make the job easier. Floundering in chaos.  
 
When those things are missing, sales become emotional, inconsistent, and reactive. 
And when sales become reactive, performance follows. 
 
In another business, I experienced the opposite. Teammates would often mute a call and 
say: “I’ve got someone on the phone. They need this by tomorrow morning and will 
return it by noon, in time for the 1:30 PM reservation. Should we do it?” And from across 
the room someone would shout: 
 
Book it! 
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It wasn’t random energy or excitement. It was a team that knew exactly how to operate.  
We were trained, we understood what a good job looked like, and we had clear 
expectations, defined processes, and accountability across the team. And best of all, we 
supported each other and communicated constantly.  
 
In moments like this, we weren’t asking because we needed permission. We were 
confirming alignment and bringing the team into the moment. There was pride in the 
room in doing the job well, finding a way to say yes when others would say no, and pride 
in staying calm under pressure while solving problems. 
 
You wouldn’t find us yelling at customers. You would find us working the problem, 
staying composed, and finding a way to book the job. Every time. 
 
Because nothing happens until something gets booked. And bookings don’t come from 
personality or effort alone, they come from a system that trains people, supports them, 
holds them accountable, and gives them the structure to perform at a high level 
consistently. 
 
That is what a sales system should create. Not emotion. Not improvisation. Just pure 
execution. 
 
WHAT IS A SALES SYSTEM 
 
“System” often sounds abstract, though in practice it is simple. A sales system consists of 
three things (keeping in line with our Lean framework design): 

●​ defined steps 
●​ evaluative data 
●​ supporting resources 

 
A sales system is a structured, repeatable process that turns customer conversations into 
consistent, measurable revenue.  
 
Most businesses assume stronger sales results come from hiring better salespeople. Yes, 
talent matters. But talent alone is not scalable. 
 
A well-designed system allows average performers to produce strong results consistently. 
Without that system: 

●​ performance varies widely 
●​ training becomes inconsistent 
●​ coaching becomes subjective 
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●​ results become unpredictable 
 
Sales becomes dependent on individuals instead of the business, which is not a sales 
system. That is a superhero employee carrying your growth on their back. And 
eventually, that superhero leaves. 
 
When they do: 

●​ customers often follow 
●​ undocumented methods disappear 
●​ performance drops immediately 

 
Additionally, your odds of finding another superhero employee are extremely low, 
especially when you have an inconsistent hiring system (which we’ll cover later). A 
sustainable business cannot depend on finding, hiring, and developing exceptional 
individuals alone. It must create a system where: 

●​ strong performers excel 
●​ average performers succeed 
●​ knowledge stays inside the business 

 
That is a core piece of how scalability happens. 
 
THE BOOK IT! SALES SYSTEM 
 
A great salesperson can grow revenue, but a great sales system can scale a business. 
 
The Book It! Sales System is built around making sales repeatable, trainable, measurable, 
and improvable. Its purpose is not to remove personality and autonomy from sales, but 
rather to create consistency beneath individual characteristics. 
 
That means every sales conversation should be supported by: 

●​ clear conversation stages 
●​ standard discovery questions and pathways  
●​ objection handling frameworks 
●​ follow-up sequences 
●​ measurable conversion tracking 

 
The system supports the person. Not the other way around. 
 
MAKING SALES EASIER TO EXECUTE 
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Many sales teams operate under pressure they should never have to carry. They: 
●​ apologize for operational mistakes 
●​ compensate for unclear pricing 
●​ smooth over preventable service failures 
●​ recover conversations damaged by inconsistency 

 
This is not a sales problem. It is a business systems problem. If you want your sales team 
to sell a high-end service, your operation must deliver a high-end service. 
 
 
Sales should not be forced to convince customers you can deliver. Their role is to help 
customers recognize the value of what you already consistently provide. That only 
happens when sales and operations are aligned. 
 
Alignment begins with your differentiators. Define what truly sets your business apart, 
then build those strengths into your operations before you market or sell them. 
 
When your operation delivers consistently and your marketing reinforces real strengths, 
sales becomes easier, cleaner, and more honest. At that point, the business is doing much 
of the selling for you. 
 
If your business is already strained, the priority is not expansion; it is stabilization: 

●​ strengthen operations 
●​ reinforce differentiators 
●​ build consistency into delivery 
●​ repair customer experience gaps 

 
Because if you scale before alignment exists, you will scale your problems faster than 
your profits. 
 
THE SHIFT TOWARD RELATIONSHIP-BASED SELLING  
 
I want to mention the lens through which your sales system should operate. This is 
Relationship-Based Selling.  
 
Over the last decade, buying behavior has shifted toward trust-based decisions. 
Customers increasingly buy from businesses and people they trust, especially in rental 
businesses, where party and event planners and contractors want partners who will help 
them grow their own business. This relationship-based growth relies on:  

●​ repeat clients 
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●​ referrals 
●​ recurring accounts 
●​ trusted relationships 

 
Short-term pressure may tempt businesses to chase immediate wins, but sustainable 
revenue comes from trust built over time. A rushed sale may win one transaction while a 
trusted relationship might win years of business. That is the difference between 
transactional selling and scalable selling. 
 
WHAT YOUR BOOK IT! SALES SYSTEM INCLUDES 
 
A strong sales system must be simple enough to use in real time and structured enough to 
drive consistent performance. No two businesses will build this exactly the same way. 
But every effective Book It Sales System is built on a core set of components. 
 
At a minimum, your system should include: 

●​ Customer profiles (personas): including key pain points and how your business 
solves them 

●​ Conversation stages: defined steps for each type of sale 
●​ Discovery questions: designed to uncover true customer needs 
●​ Value statements: clear articulation of your advantages 
●​ Objection-handling frameworks: based on proven responses 
●​ Offer pathways: upsells, downsells, and alternative solutions 
●​ Follow-up sequences: for undecided, delayed, and inactive prospects 
●​ Core positioning elements: your differentiators, USP, promise, and guarantee 
●​ Competitor intelligence: strengths, weaknesses, and positioning differences 
●​ Sales resources: guides, calculators, white papers, and educational tools 
●​ Deal rules: discount limits, promotions, approval thresholds, and pricing 

boundaries 
 
This is not a collection of sales notes. It is your company’s sales operating intelligence. 
 
RULES FOR MAINTAINING THE SYSTEM 
 
A Book It Sales System only works if it stays active, relevant, and disciplined. 
 
Follow these rules: 
 

1.​ Only Keep What Works 
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This system should contain your best proven strategies, not outdated ideas or theoretical 
guesses. Update it as your business learns. Add what improves results. Remove what no 
longer serves the team. 
 

2.​ If It Happens Repeatedly, Document It 
If a process is performed regularly by your team, it belongs in the system. Do not allow 
critical knowledge to live only in people’s heads. That is how businesses lose 
consistency. 
 

3.​ Hold the Team Accountable to Using It 
A documented system has no value if it is ignored. Using the system must become part of 
the daily sales routine. It should guide: 

●​ preparation before calls 
●​ live conversations 
●​ follow-up decisions 
●​ coaching reviews 

 
4.​ This Is a System, Not a Script 

Your salespeople should not sound robotic. The goal is not to dictate every word spoken. 
Scripts are useful for: 

●​ onboarding new hires 
●​ training consistency 
●​ practicing objection handling 

 
Strong sales systems create structure without removing human judgment and autonomy. 
Tell this to your team; they will appreciate it.  
 

5.​ Organize It for Real-World Use 
If your system is difficult to navigate, it will not be used. Make it: 

●​ clearly tabbed 
●​ logically categorized 
●​ easy to scan quickly during live sales situations 
●​ visually stimulating 
●​ available in printed binder and digitally accessible 

 
Supporting Documents to Include 
Your Book It Sales System can also include supporting materials such as: 

●​ coaching and performance review documents 
●​ training workshop materials 
●​ pricing structures and reference sheets 
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●​ CRM guides and walkthroughs 
●​ checklists for common sales scenarios 
●​ onboarding documents and checklists for new team members 
●​ recurring promotions and marketing materials 

 
These supporting materials strengthen consistency across every level of sales execution.  
 
FROM MANUAL TO MASTERY 
 
At first, your sales team may rely heavily on the full system. That is expected. Over time, 
experienced salespeople will narrow their focus to the specific pages, tools, and 
frameworks they use most often. 
 
But the larger system remains essential because it: 

●​ preserves institutional knowledge 
●​ captures evolving best practices 
●​ creates continuity as the business grows 

 
As workshops, coaching sessions, and real-world sales experiences generate new 
insights, those lessons should be distilled back into the system and documented. 
That is how improvement compounds. 

 

IMPLEMENTATION SPOTLIGHT 
Build Your Top 10 Objection Response Library 

 
Every sales team hears the same objections again and again. Yet many 
businesses still allow their salespeople to respond differently each time, relying 
on instinct instead of proven best practices. Why not test out a lot of answers 
and see which ones convert versus fail?  
 
We want to build a standardized objection response library: a documented set 
of clear, tested responses to the objections your team encounters most often. 
Start by identifying the ten objections your sales team hears most frequently. 
 
Examples may include: 

●​ “Your competitor is cheaper” 
●​ “We need to think about it” 
●​ “We are not ready to commit yet” 
●​ “We are still comparing options” 
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●​ “That is outside our budget” 
 
For each objection, document: 
 

1.​ The Real Meaning Behind the Objection 
 
What is the customer actually saying? Often the first objection is not the real 
issue. “Too expensive” may actually mean: 

●​ I do not yet see enough value 
●​ I am not aware of the risk that lower priced competitors bring 
●​ I need stronger confidence before committing 

 
2.​ Your Best Response Framework 

 
Create a response that: 

●​ acknowledges the concern 
●​ reinforces value 
●​ redirects toward decision-making confidence 

 
Example: 
 
Objection: Your competitor is cheaper. 
Weak Response: Let me see if I can lower the price. 
Strong Response: I understand that price is certainly an important part of the 
decision. Most of our customers choose us because of the value we provide 
within that price. We guarantee reliability, accuracy, and responsiveness, which 
is why if we don’t arrive within the arrival window our delivery fee is free. 
And we are on time 99.8% of the time. 
 
Acknowledge, pivot, guarantee. In the pivot we bring up value, which is 
different from price. Additionally, there’s no mention of a ‘but,’ 
‘unfortunately,’ or ‘however.’ As we end with the guarantee, they now have 
new information to process, which allows the conversation to continue, rather 
than end.  
 

3.​ Supporting Proof Points 
 
Add examples that strengthen credibility: 

●​ guarantees 
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●​ customer testimonials 
●​ response-time statistics 
●​ reliability records 

 
These help your team answer objections with confidence instead of 
improvisation and lets the customer know that this is not an empty promise, 
because you are citing real data, promises, experiences, and guarantees.  
 

4.​ Situations Where This Objection Appears Most Often 
 
Note patterns: 

●​ certain customer types 
●​ certain product categories 
●​ certain price tiers 

 
Pattern recognition helps improve both sales coaching and strategy. 
 
Final Step 
 
Once your Top 10 Objection Response Library is complete: 

●​ add it to your Book It Sales System 
●​ train your team on it regularly 
●​ role-play responses in workshops 
●​ update responses as patterns evolve 

 
Over time, this becomes one of the most valuable sections of your Book It 
Sales System. 

 
KEY TAKEAWAYS 
 

●​ Sales inconsistency is usually a systems problem first 
●​ Great sales systems outperform star individuals 
●​ Sales and operations must align 
●​ Relationship trust drives long-term revenue 
●​ CRM supports systems but does not replace them 

 
ACTION STEPS 
 

●​ Start your first draft of  your Book It Sales System 
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●​ Map your full sales journey this week 
●​ Identify your top ten objections and how to overcome them 
●​ Document your strongest value statements 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Page 57 



 

CASH FLOW CONTROL 
Controlling the Pressure Point that Dictates Growth  

 
The call came on a Thursday afternoon, right before the start of a busy weekend. The 
owner sounded exhausted. 
 
A few months earlier, his event rental company had made what felt like a smart move. 
Demand had been strong. Bookings were coming in. Competitors seemed to be 
expanding. Customers kept asking for larger tent packages and upgraded inventory. So he 
decided to go for it. He made a sizable inventory purchase, financing part of it and paying 
cash for the rest. 
 
On paper, the decision looked justified. 
 
The company was growing. The equipment would generate revenue. The purchase felt 
like a necessary step toward the next level. And at first, nothing seemed wrong. 
 
The inventory arrived. Salespeople were excited to offer it. Customers booked some of it 
quickly. The owner felt validated. 
 
Then the pressure started building. Payroll hit. Repairs came in higher than expected. 
Several final balances were delayed. Fuel and delivery costs surged during a heavy event 
stretch. And although the company had more inventory than before, it had less cash than 
before. 
 
This is where so many rental businesses get into cash trouble. The inventory purchase 
itself was not automatically wrong. The problem was that no one had clearly measured 
what that purchase would do to the available cash before the business got paid back. 
 
No one had asked: 

●​ How long will this asset take to return usable cash? 
●​ How much liquidity will be tied up while we wait? 
●​ What happens if customer payments come in late? 

 
By the time the pressure showed up in the bank account, the real decisions had already 
been made.That is the danger of cashflow in a rental business. Cash problems often 
appear late, but they begin much earlier. 
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This is why we must have a system in our business to monitor and control cash flow. 
Cash flow control is the disciplined management of how and when money moves through 
your business to ensure stability, liquidity, and sustainable growth.  
 
WHY THE CASH GAP MATTERS 
 
Dell became famous for achieving a negative cash gap. In simple terms, customers paid 
Dell before Dell ever paid for the parts needed to build the product. 
 
Their model worked like this: 

●​ collect payment 
●​ order parts 
●​ assemble the product 
●​ ship the product 
●​ pay suppliers later 

 
In many cases, supplier terms extended even beyond delivery. That meant the customer 
had their computer before Dell incurred most of the cost. That is an ideal cash model. 
 
Most rental businesses will never replicate this exactly. The business model is different. 
But the principle still applies. 
 
The more you can reduce the time between spending cash and receiving it, the stronger 
your financial position becomes. The longer that gap, the more pressure your business 
carries. This is why the cash gap matters. 
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There are three distinct cash gaps in a rental business: the inventory gap, the event/job 
gap (presented here wholistically through combined AR/AP), and the overall business 
cash position. If you don’t separate these, you will misread your cash position and make 
the wrong decisions. 
 
To apply this concept in a rental business, we will look at it in three layers: 

●​ Inventory Pay Back Period: how quickly assets pay themselves back 
●​ Cash Conversion: how efficiently cash moves through the business 
●​ Liquidity: how we manage short-term cash through a 13-week forecast 

 
Each layer builds on the next. Together, they determine whether growth strengthens your 
business or strains it. 
 
Let’s dive in. 
 
INVENTORY PAY BACK PERIOD 
 
This section answers a simple, but critical question: How long until an asset pays itself 
back?  
 
Every inventory purchase is a capital commitment.A tent, forklift, linen package, 
generator, dance floor, lounge set. Each one requires cash before it generates cash.  
 
The first question is not: Can we afford to buy this? 
The better question is: How quickly does this asset return usable cash? 
 
Too often, purchases are driven by instinct, urgency, or opportunity, while cash becomes 
something to justify after the fact. When that happens, businesses quietly and quickly 
stretch their cash position without realizing it.  
 
Measure the Following Per Asset 
 
This calculation must be based on realistic utilization, not best-case assumptions. 
Otherwise, poor investments will look profitable on paper.  
 
Payback Period (Outright Purchase) 
(Used to measure: how long until the asset fully earns back its original cost.) 

 
Purchase Cost ÷ [Annual Net Contribution (Revenue − Direct Costs & 
Maintenance − Overhead Allocation) ÷ 12] = # of months to pay off  
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Fully Loaded Monthly Net Contribution (Financed Purchase) 
(Used to measure: monthly profitability after all costs included.) 
 

Monthly Revenue − Financing Payment − Direct Costs & Maintenance − 
Overhead Allocation = profit (or loss) each month 

 
Tent Asset Financial Comparison (Example)  
 
Example Assumptions:  

●​ Tent Purchase Cost: $20,000 
●​ Annual Revenue: $30,000 
●​ Monthly Revenue: $2,500 
●​ Annual Direct Costs + Maintenance: $12,000 
●​ Monthly Direct Costs: $1,000 
●​ Annual Overhead Allocation: $9,000 
●​ Monthly Overhead Allocation: $750 
●​ Useful Asset Life Assumption: 7 years 
●​ Loan Assumption for Financing Example: 5 years at 8% APR 

 
OPTION 1: Outright Purchase (Long-Term Profitability Analysis) 
 
Purchase Cost Paid Today: $20,000 upfront 
Annual Net Contribution:$30,000− $12,000 − $9,000 = $9,000 annual net contribution 
Payback Period: $20,000 ÷ $9,000 = 2.2 years 
 
5-Year Total Net Profit: 
5-Year Revenue: $150,000 
Less: Direct Costs: $60,000​
Overhead: $45,000​
Initial Purchase Cost: $20,000 
Net Profit After 5 Years: $25,000 
 
OPTION 2: Financed Purchase (Balanced Liquidity + Profitability Analysis) 
 
Estimated Monthly Loan Payment: ≈ $406 
Total Paid Over 5 Years: ≈ $24,360 
Total Interest Paid: ≈ $4,360 
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Fully Loaded Monthly Net Contribution: $2,500 − $406 financing − $1,000 direct costs − 
$750 overhead = $344 monthly positive 
Annual: $4,128 
 
5-Year Total Net Profit: 
5-Year Revenue: $150,000 
Less: Direct Costs: $60,000 Overhead: $45,000 Loan Payments + Interest: $24,360 
Net Profit After 5 Years: $20,640 
 
Adjusted Payback Period: Approximately 4.8 years, because financing reduces annual net 
contribution pace. 
 
OPTION 3: 12-Month No Interest Manufacturer Financing  (High Short-Term 
Strain, No Interest Cost) 
 
Monthly Payment: $1,667 
Year 1 Monthly Contribution: $2,500 − $1,667 − $1,000 − $750 = -$917 monthly 
negative 
Year 1 Total Loss: -$11,004 
 
Years 2–5:​
No financing payment remains 
Monthly Contribution: $2,500 − $1,000 − $750 = $750 monthly positive 
Annual: $9,000 
Years 2–5 Total: $36,000 
 
5-Year Total Net Profit: 
-$11,004 + $36,000 = $24,996 
Adjusted Payback Period: Approximately 2.2 years economically, but with severe 
first-year liquidity strain 
 
Asset Life Risk Factor 
 
If financing extends too close to or beyond useful asset life, the business risks paying for 
an asset after its earning power declines. For example, if the tent’s useful life is 7 years, a 
5-year financing term may be reasonable. If it is only 4 years, that same financing term 
becomes dangerous. Always compare financing terms versus usable revenue life. This is 
a major capital planning mistake many businesses overlook. 
 
Decision Summary 
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●​ Outright Purchase:Best long-term profitability if strong cash reserves exist 
●​ Financed Purchase: Best balance between liquidity protection and manageable 

profitability 
●​ No-Interest 12-Month Financing: No interest cost, but highest short-term cash 

strain 
 
The smartest financing choice is not always the cheapest financing option. It is the option 
that best aligns with: 

●​ your liquidity capacity 
●​ your risk tolerance 
●​ your asset lifespan 
●​ your long-term strategic goals  

 
While a short payback period and outright ownership may seem ideal, they are not 
automatically the best strategic decisions for every business. 
 
In many cases, larger inventory investments that significantly strengthen your market 
position will require financing, and that is often appropriate. The danger comes when too 
many purchases are financed simultaneously or when too much cash is tied up in 
inventory without preserving enough liquidity to support the natural ebbs and flows of 
the business. 
 
A healthy inventory portfolio should include a thoughtful mix of: 

●​ short-payback assets that generate faster cash recovery and strengthen short-term 
liquidity 

●​ larger strategic assets that may take longer to repay but create long-term 
competitive advantage and sustained cash flow 

 
Not every slow-payback asset is a bad investment. Some are essential strategic assets that 
help position your business for future growth. But every purchase should be made 
consciously, not emotionally. Growth without asset discipline is one of the fastest ways 
rental companies become cash-starved. 
 
CASH CONVERSION DISCIPLINE 
 
The speed of cash matters more than you might think. Two identical rental businesses can 
earn the same profit, but the one collecting faster will always have stronger cash. Cash 
leaves the business long before it is fully returned. That timing gap is where most rental 
businesses get into trouble. 
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Track these three metrics: 
1.​ Average Days to Final Collection 
2.​ Percent Collected Before Event 
3.​ Aging Receivables: 

a.​ Current 
b.​ 30+ days 
c.​ 60+ days overdue 

 
Example: If final balances move from Net 15 after the event to 7 days before the event, 
the  same business can dramatically reduce cash strain without changing sales volume. 
 
Faster Collection Improves: 

●​ liquidity 
●​ borrowing flexibility 
●​ reserve strength 
●​ growth capacity 

 
Cash conversion discipline creates breathing room without requiring more sales.  
 
Additionally, work with your current vendors to set up terms or extend terms. Many 
businesses don’t offer terms upfront, but may consider them upon request. If you collect 
cash earlier from your customers and pay your own vendors later, this will increase your 
cash on hand.  
 
THE ROLLING 13-WEEK CASH FORECAST 
 
If you want to see cash pressure before it arrives, the tool you should be using is the 
Rolling 13-Week Cash Forecast. This tool answers one critical question: 
 
What will happen to our cash over the next 90 days? 
 
Most owners manage cash reactively and by the time pressure appears in the bank 
account, the problem is already underway. Forecasting creates time to act before the cash 
tightens. 
 
Weekly Forecast Tracks: 
 
Cash In: 

●​ deposits 
●​ final payments 
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●​ AR collections 
 
Cash Out: 

●​ payroll 
●​ rent 
●​ fuel 
●​ repairs 
●​ inventory purchases 
●​ debt payments 

 
The only way this works is with discipline. Add the inputs, track your forecasting ability, 
and continuously refine your efficiency and accuracy. This way, when you project cash 
tightening or a shortfall, you have the time to act to prevent it. How do you prevent it? 
We’ll discuss that in the Levers section.  
 

 
ADD ONE CRITICAL NUMBER 
 
Create your Minimum Safe Cash Buffer. Here’s the formula:  
 
Average Weekly Fixed Cash Out × Safety Weeks 
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Example: $18,000 × 6 weeks = $108,000 minimum reserve target 
(*6 weeks is an example; you can choose your own set time period)  
 
Now your forecast becomes strategic. From here, you need to implement levers using 
what I call the Threshold Zones.  
 
Using our example, if 6 weeks, or $108,000 is the strategic cash position that ensures the 
business has healthy cash reserves, you must decide what your yellow zone and red zone 
will be. Perhaps yellow is between 4 and 6 weeks, and red is below 4 weeks of cash on 
hand. Now, what do we do with this information?  

 
CASH FLOW THRESHOLD AND LEVERS 
 
Every action has an equal and opposite reaction. ~ Newton’s Third Law of Motion. The 
same can be said for your business. When your cash dips in the Yellow, what’s your plan? 
How about Red? 
 
If your cash is dipping, and worse, your 13-week forecast looks dire, you need to take 
action now. True, not every situation requires aggressive action and overreacting can 
create long-term damage, but underreacting can create immediate and permanent risk. 
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Small problem → small adjustment​
Large problem → decisive action 
 
Planning removes panic from decision-making.  
 
Green Zone (Healthy) 
 
The healthy zone is dangerous when it leads to complacency. Think of it like this. When 
your own bank account grows, you start to eat out more, get an extra coffee, or go out to 
fun places you normally wouldn’t attend. You’re living life! You deserve it! In a business 
these decisions have significantly higher consequences if the cash flow suddenly tightens 
or large expenses occur.  
 
When the going is good, we must be focused on a few additional priorities:  

●​ Strong strategies that maximize growth potential in the business 
●​ Maintaining discipline in cash reserves  
●​ Being careful to weigh “unique” or “once-in-a-lifetime” opportunities that might 

burn significant cash reserves  
●​ Not overinvesting in business growth, which causes the cash reserves to dip 

significantly  
●​ Not investing at all in business growth by staying too conservative  

 
If your business has strong cash reserves, take a moment to pat yourself on the back, take 
your team out for a well deserved meal, and enjoy sleeping better at night than our 
friends in the next two categories.  
 
Yellow Zone (Caution) 
When you hit the yellow zone, it’s not time to panic, but the belt is starting to tighten and 
you’re seeing some trends that are worth noting and responding to. We’re not yet ready to 
burn down the business or start panic selling assets. We want to employ sensible 
strategies that are designed to stabilize cash without long-term damage: 

●​ Pause non-essential capital expenses 
●​ Delay discretionary spending 
●​ Run targeted promotions (that are designed to infuse cash into the business 

without cutting significantly into margins)  
●​ Ask for or provide small incentives for early invoice payments or bookings 
●​ Increase collection efforts 

 
The goal is to reverse the trend before it becomes a significant problem. This list is just a 
sample of possible levers you can utilize in your business to decrease spend and increase 
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cash into the business. You won’t want to do all of these as soon as you hit the yellow 
threshold, instead, you will want to have a priority list that you start at the top and work 
your way down.  
 
Remember, the goal is not to overreact and to have a plan in place that you can easily 
execute.  
 
Red Zone (Critical) 
 
The belt is no longer tight, it feels suffocating. You might feel panicked, but what helps 
me sleep at night when nothing is going well is a plan. This is that plan. These are the 
aggressive actions you can take when your cash reserves hit a dangerous level. Again, the 
point of these strategies is not to rob tomorrow so much for the sake of today that we 
guarantee failure down the line. We still want to make sensible decisions, but these will 
be more aggressive and may involve strategies that aren’t ideal in the long-term.  

●​ Sell underperforming inventory 
●​ Offer deeper promotions or discounts 
●​ Incentivize immediate payment of invoices  
●​ Centralize spending approval and cut all non-critical spending  
●​ Reduce or eliminate owner withdrawals 

 
This list provides just a few examples. You will want to add a more comprehensive list so 
that you have options available to you. Unlike the Yellow list where you may want to do 
one at a time, I would batch several strategies to do simultaneously and work through 
them as quickly as is both necessary and sensible given the situation you are in.  
 
Keep in mind two things: first, it is better to have a plan and not need it. Second, consider 
how governments enact “war games” which are designed to tease out strategies on the 
biggest stages in the world. If they work on their worst case scenarios, we might want to 
spend a bit of time on ours. Not because we think we’re going to fail, but because the 
planning can help make us stronger and prevent that possible future from ever arriving.  
 
And if it does…at least we have a plan in place.  
 

IMPLEMENTATION SPOTLIGHT 
Build Your Cash War Games Test 

 
Choose one realistic war games scenario: 

●​ a 20% revenue dip 
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●​ receivables delayed by 30 days 
●​ an unexpected $25,000 repair expense 
●​ poor economic outlook for the next 12 months 

 
Now project, what happens to your cash in: 

●​ 30 days 
●​ 60 days 
●​ 90 days 

 
This exercise reveals how resilient your business truly is. Then ask, 
what levers can I pull quickly to generate or protect cash? 

 
Build your own Yellow and Red zone lever lists. 

 
Yellow Zone Prompt Questions: 

●​ What expenses can we pause without harming long-term 
growth? 

●​ What promotions could generate deposits quickly? 
●​ Where can collections be accelerated? 
●​ Which underutilized assets can produce more revenue? 
●​ What spending can safely be delayed? 

 
Red Zone Prompt Questions: 

●​ Which assets can be sold immediately without harming core 
service? 

●​ What emergency pricing actions could create a quick inflow? 
●​ What discretionary spending stops today? 
●​ Where can payment terms be immediately  renegotiated? 
●​ What internal cash drains must be suspended? 

 
Write these now. Do not wait until pressure arrives. Prepared businesses 
survive and recover faster. 

 
FINAL THOUGHT 
 
Cash does not solve every problem in a business, but it comes pretty close. Everything 
gets harder when you don’t have anything in the bank. I know you know the feeling, so 
let’s not waste any time getting started.  
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The best position is having good cash flow, with a set of strategies to improve our cash 
position even more over time. Consider the following strategies that can improve cash 
without long-term downside: 

●​ Improve sales conversion rates 
●​ Implement upsells and cross-sells 
●​ Establish referral systems 
●​ Introduce sensible fees 
●​ Raise prices where justified 
●​ Negotiate better vendor terms 
●​ Secure a line of credit before it is needed 

 
These types of strategies strengthen the system permanently, should be pursued 
regardless of your cash situation, and must be a focus for your business in order for it to 
thrive.  
 
KEY TAKEAWAYS 
 

●​ Cash pressure is usually a timing problem before it becomes a profit problem 
●​ Inventory should be evaluated by payback and liquidity impact 
●​ Make investment decisions with short and long-term cash flow in mind 
●​ Faster collections improve cash without increasing sales 
●​ The 13-week forecast prevents surprise shortages 

 
ACTION STEPS 
 

●​ Calculate payback period on your 10 largest assets 
●​ Measure current average days-to-final-payment 
●​ Build your first rolling 13-week liquidity forecast 
●​ Establish your minimum safe cash buffer  
●​ Make your yellow and red contingency plans 
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TEAM AND ACCOUNTABILITY 
Building a Team That Can Carry the Business 

 
There was one season in my event rental career when I managed a team of roughly forty 
delivery staff. If you have ever led seasonal labor in a rental business, you know how 
unusual this next sentence is:  
 
We did not have a single no-call no-show the entire season. 
 
Not one. In an industry where absenteeism, turnover, and inconsistency are often treated 
as inevitable, that kind of result is rare. And it did not happen because I got lucky with 
perfect people. It happened because the team was built intentionally. Expectations were 
clear. Training was consistent. Accountability was visible. Culture was reinforced daily. 
 
That season taught me something I have never forgotten: Great teams do not happen by 
accident; they are built by design. 
 
THE LEADERSHIP MIRROR 
 
Team problems start at the top. When I hear owners talk about team problems, the 
conversation usually sounds familiar: 

●​ “People just don’t care anymore” 
●​ “Nobody takes ownership” 
●​ “I cannot find reliable help” 
●​ “Employees today are different” 

 
Sometimes those frustrations are real. But too often, leaders diagnose people issues when 
many are actually system failures. If these same problems keep repeating: 

●​ missed deadlines 
●​ inconsistent execution 
●​ avoidable mistakes 
●​ poor communication 

 
Then the issue is rarely just personnel. It is usually a leadership design problem first. That 
is difficult to hear, but necessary. Because if every team issue is blamed on the team, 
leaders never fix the systems creating the problem. They just keep hiring and firing until 
they find “the right people,” which never seems to happen.  
 
The strongest leaders ask instead: 
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What is producing this result? 
 
That question changes everything. 
 
THE ACCOUNTABILITY LADDER 
 
Accountability is built in layers, not demanded in moments.  
 
Your Team and Accountability System ensures the right people are in the right roles, 
understand what is expected, and consistently execute at a high level.  
 
When executed well, strong teams are built through five sequential leadership disciplines: 

1.​ Hire Right 
2.​ Train Clearly 
3.​ Set Expectations 
4.​ Reinforce Consistently 
5.​ Lead Relentlessly 

 
When one rung is missed, absent, or weak, accountability breaks down. Most team 
dysfunction can be traced back to failure in one of these five areas: 
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STEP 1: HIRE RIGHT 

Hiring is the first point of accountability. If you compromise here, everything 
downstream becomes harder. If you want to hire well, you must hire before the 
need becomes urgent. When hiring becomes reactive, it becomes desperate. And 
desperate hiring leads to poor decisions.  

Desperate hiring leads to: 
●​ poor-fit decisions 
●​ rushed interviews 
●​ lowered standards 
●​ avoidable turnover 

 
And all of it comes with a financial and cultural cost for the people who remain. 
 
Better Hiring Practices 
 
Hire for attitude. Train for skill. Most of the work inside your business can be taught. 
Mindset is far harder to change. If a role truly requires both strong skill and strong 
attitude, then extend your search. Do not settle. 
 
Look for: 

●​ coachability 
●​ reliability 
●​ initiative 
●​ ownership mentality 

 
There are many hiring methodologies available. Borrow from the best, and develop one 
that fits your business. At a minimum, your hiring system should define: 

●​ where you find candidates 
●​ how you evaluate them 
●​ how you set them up for success 

 
Simply having a defined hiring process puts you ahead of most businesses. But it cannot 
remain static. It must be refined over time as you learn what works and what doesn’t. 
 
Best Practices 

●​ Track your hiring success rate. Identify your top performers, average performers, 
and poor fits. Look for patterns in where they came from, how they interviewed, 
and what predicted success. 
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●​ Ask specific, challenging questions. Hiring decisions carry long-term 
consequences. Treat interviews accordingly. 

●​ Test for the role. Do not rely on claims; verify them. If a skill matters, measure it. 
●​ Call references. 
●​ Use structured, time-bound, handwritten, and in-person assessments when 

appropriate to evaluate thinking and problem-solving. 
 
Testing should reflect the reality of the role. 

●​ Hiring for sales? Have them sell you something.  
●​ Hiring for customer service? Role play a difficult scenario. 
●​ Hiring for operations or warehouse roles? Have them do an on-the-job interview 

(and pay them for it). 
 
Do not guess at capability. Observe it. 
 
Create Role Scorecards Before Hiring 
 
You must define the standard before the employee arrives. Too many businesses hire first 
and figure out expectations later. That approach leads to inconsistency, confusion, and 
avoidable mistakes. Inconsistent reinforcement creates inconsistent performance. In some 
cases, it leads to serious risk. 
 
For example, businesses will place new drivers or field staff into live environments with 
minimal structure, limited training, and unclear expectations. This is not only inefficient, 
it can be dangerous. Research consistently shows that workplace injuries and errors are 
most likely to occur within an employee’s first few weeks and months. This is not a 
coincidence. It is the result of unclear systems and inconsistent training. A role scorecard 
solves this. 
 
Before hiring, define: 

●​ expected outcomes 
●​ success measures 
●​ required behaviors 

 
This becomes the foundation for: 

●​ your job description 
●​ your interview process 
●​ your training program 
●​ your performance evaluation 
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When roles are clearly defined before hiring begins, hiring becomes more precise and 
performance becomes more consistent. Your system should be uniform, simple, and 
aligned from start to finish. 
 
STEP 2: TRAIN CLEARLY AND SET EXPECTATIONS 
 
Most accountability failures are not defiance; they are ambiguity. Employees cannot meet 
expectations that were never clearly defined. And once expectations are set, they must be 
inspected. 
 
Every role should have clear training that answers: 

●​ What does success look like? 
●​ What standards matter most? 
●​ What is non-negotiable? 

 
You can make this even clearer by defining performance tiers: 

●​ Top performers (top 20%) — what do they consistently do? 
●​ Meets expectations (middle 30%) — what does solid performance look like? 
●​ Below expectations (bottom 50%) — what behaviors lead to poor outcomes? 

 
Expectations define the target. Accountability begins only after the target is visible. 
If you expect certain standards but cannot inspect or enforce them, the issue is not your 
team, it is your system. You may need better tracking, clearer processes, additional 
support, or simplified workflows. 
 
And here is a reality most leaders overlook: Your team will perform to the level you 
consistently inspect.  
 
Expectations vs. Accountability 
 
Expectations define what should happen and must be specific, observable, and repeatable. 
Accountability is clarity around expectations and ownership of outcomes. Both must be 
communicated early, either during hiring or on day one. Too many leaders skip straight to 
correction without first ensuring clarity. That creates frustration and resentment instead of 
improvement. 
 
A Simple Example 
 
With my teams, expectations were always clear from the start. For example, a no call, no 
show resulted in immediate termination. However, if someone gave notice, even one 
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minute before their shift, there was no disciplinary action. While we encouraged early 
communication, we recognized that last-minute issues happen. 
 
Instead of creating a rigid, punitive system, we focused on the behavior that truly 
disrupted the business: failing to communicate. That clarity made expectations easy to 
understand and easy to follow. 
 
For attendance beyond that, we used a simple system: 

●​ Reliable team members were prioritized for shifts 
●​ Unreliable team members were scheduled less often 

 
This wasn’t hidden or subjective. It was clearly communicated: If you show up, work 
hard, and stay available, you will get more opportunities. If you consistently call out or 
underperform, you will get fewer. No confusion. No guessing. No mixed signals. The 
result was a team that operated with clarity and zero no call, no shows. 
 
Overall, we hired better people, paid them well, reinforced the right behaviors, set a few 
clear priorities, and gave the team the resources they needed to succeed.  
 
STEP 3: REINFORCE CONSISTENTLY 
 
Culture is what is present, not what you want to be present  
 
Culture is built in repetition, and that consistency creates trust. Inconsistent leadership 
creates confusion. If one employee gets corrected for lateness and another does not, the 
system starts to break down. 
 
Reinforcement must be: 

●​ visible 
●​ predictable 
●​ fair 

 
Consistency is what turns rules into culture. Do it when you hire, train, coach, review 
performance, and terminate.  
 
STEP 4: BUILD A CULTURE PEOPLE WANT TO STAY IN 
 
Retention improves when people feel seen, valued, and connected. Culture is not created 
through slogans. It is built through consistent systems and intentional leadership. 
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Every business needs a rhythm of engagement. These are regular, visible actions that 
reinforce how people are treated and what the company stands for. This cannot be 
reserved for holidays or major wins. It must show up in the day-to-day experience. 
Leadership sets the tone. 
 
Your team should consistently experience: 

●​ approachability 
●​ respect 
●​ warmth 
●​ clarity 

 
They should feel it in how they are spoken to, how they are supported, and how they are 
treated when things go well and when they don’t. This does not mean lowering standards. 
You can be both supportive and accountable. Your default should be positive, engaged 
leadership. Accountability is applied when needed, but it should never replace 
consistency in how people are treated. 
 
As a leader, you shape the employee experience. You are either reinforcing a culture 
people want to stay in or one they eventually leave. Your team should see you: 

●​ advocating for them 
●​ supporting their success 
●​ investing in their growth 
 

Focus Over Volume 
 
You do not need dozens of culture initiatives. In fact, too many efforts create 
inconsistency and dilute impact. Instead, identify 2–4 things your business can do 
exceptionally well and commit to them. This is where Lean thinking applies again. 
 
Do fewer things, but do them consistently and at a high level. Once those are established, 
you can expand the number of engagement offerings, but not before. 
 
Practical Guidelines 
 

●​ Make it meaningful​
At least one initiative should demonstrate real investment from the business. 
Culture requires some level of sacrifice.  

●​ Make it purposeful 
Dave Ramsey once purchased $10 million of bad debt for 8,000 people for cents 
on the dollar. He gifted the opportunity to his team to call each person and tell 
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them their debt had been forgiven in the name of Jesus. He reported that this was 
more impactful and cherished within his team than any other “gift” he had 
previously given.  

●​ Make it sustainable​
Avoid initiatives that disappear when times get tight. Inconsistent recognition 
damages trust. 

●​ Make it employee-driven​
The strongest cultures spread through the team itself. Encourage employees to 
contribute and reinforce positive behaviors. 

●​ Avoid extremes​
Don’t overengineer culture, and don’t ignore it. Find the balance between 
structure and simplicity. 

●​ Systemize it​
Put culture initiatives on a cadence. Document them so they can be repeated 
consistently. For example, if you host an annual event, outline the process. Build a 
repeatable system so each year improves instead of starting from scratch. 

●​ Double dip 
Create initiatives that reinforce both culture and performance. Many companies 
implement programs that reward employees for identifying waste, generating 
ideas, or referring new hires. The strongest versions of these programs combine 
both compensation and public recognition. While this should not be the entirety of 
your culture strategy, it should be a consistent element. Your culture should 
reinforce the behaviors you want repeated. You are building a team of people who 
take initiative, solve problems, and contribute to the success of the business. 

 
4 Ways to Get People Celebrating One Another 
 

1.​ Peer-Nominated Monthly Recognition 
Let employees nominate coworkers who have lived company values. Peer recognition is 
often more meaningful than manager praise. 
 

2.​ Win Wall / Victory Board 
Create a visible place where wins are posted: 

●​ solved problems 
●​ customer praise 
●​ outstanding teamwork moments 
●​ leadership and peer recognition 
●​ big company wins! 

 
Recognition should become part of the physical environment whenever possible.  
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3.​ Surprise Recognition Tokens 

 
Unexpected recognition creates outsized impact. A handwritten note, a small gift card, or 
a simple thank-you. All these moments carry weight because they are not routine and 
they signal that effort is seen and valued. 
 
It does not need to be expensive to be meaningful. It needs to be consistent and genuine. 
Managers should be empowered to give recognition in the moment, and teams can be 
involved by nominating coworkers for unexpected rewards. This builds a culture where 
appreciation is both visible and shared. 
 
One common mistake is waiting too long to give praise. Some leaders believe recognition 
should only be given when someone goes far above and beyond. So they wait. And wait. 
And often, it never comes. This creates a “chicken and egg” problem. Do you wait for 
exceptional behavior before recognizing it? Or do you use recognition to encourage more 
of the behavior you want? 
 
In practice, recognition drives behavior. When someone is making progress, putting in 
effort, or showing the right mindset, acknowledge it. That reinforcement encourages them 
to raise their standard over time. Do not wait for perfection. Reinforce progress and you 
will get more of it. 
 

4.​ Spin the Wheel 
 
People love the unexpected so much that I’m going to touch on it in back-to-back 
suggestions. What if you had the chance to spin the wheel? You can put an infinite 
number of things on it:  
 

●​ company swag  
●​ $5-$25 gift cards  
●​ PTO hours or full day  
●​ free lunch  
●​ coveted parking spot  
●​ professional development funds 
●​ whatever you want to give away  

 
Quarterly Process Improvement Challenges 
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Verne Harnish, in Scaling Up, shares the story of a waste company that generated major 
improvements by asking frontline employees to solve operational inefficiencies. 
 
The lesson is powerful: 
 
People want to be challenged and valued. Not only that, but the people closest to the 
work often see waste first. Managers and high-level leaders can only theorize, pull 
reports, and make indirect observations. Often, employees know exactly where the waste 
is, but aren’t incentivized to remove it. Let’s give them a reason. Rental businesses 
should use this principle.  
 
Each quarter, assign one improvement theme such as: 

●​ eliminate one recurring waste point 
●​ reduce one avoidable cash drain 
●​ improve an operational inefficiency 
●​ identify one new rental revenue idea 
●​ simplify one customer friction point and suggest a solution 

 
Come with ideas and examples. Make this a big deal. You could even put together a 
$1,000 (or more) reward for the winner, and another amount for anyone whose idea you 
still use. People can submit as many ideas as they want. How many ideas for cutting 
waste do you think you will get?  
 
This builds: 

●​ innovation 
●​ ownership 
●​ team engagement 
●​ operational improvement 

 
And unlike generic morale programs, it strengthens the business while strengthening 
culture. 
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PSYCHOLOGICAL SAFETY AND PERFORMANCE 
 
Research by Amy Edmondson shows that high-performing teams report problems earlier 
because they feel safe doing so. That matters deeply in rental businesses. If employees 
fear blame, mistakes stay hidden. Hidden mistakes become expensive mistakes. 
 
Psychological safety is not optional. It is operationally critical. Some leaders dismiss this 
idea as overrated or assume it does not apply to their business. It does, and it is already 
affecting your operation. 
One of the most powerful shifts you can make is rewarding people for bringing problems 
forward, especially when they come with solutions. When someone raises an issue, 
acknowledge it, thank them for speaking up, and work together to prevent it from 
happening again 
 
Do not just tolerate problems being reported. Encourage it and incentivize it. Build it into 
how your team operates. Over time, this creates a team that actively improves the 
business instead of protecting themselves from it. Ask yourself: 
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What is more expensive, a team that hides mistakes to avoid consequences, or a team that 
surfaces problems early so they can be fixed? 
 
The answer is clear. Build a culture where issues come to light quickly and get solved just 
as fast. 
 
After-Action Review Framework 
 
Borrowed from military leadership practice, use this after errors: 
 

1.​ What happened? 
2.​ Why did it happen? 
3.​ What worked despite the issue? 
4.​ What changes next time? 

 
Rules: 

●​ no blame 
●​ no emotional overreaction 
●​ focus on learning 
●​ be truthful  

 
Do not overreact to every incident, but do act when patterns demand it. That balance 
builds trust. And keep in mind Lean practices. There’s only four questions and four rules. 
Be disciplined and keep it to 30 minutes if you can. 
 
LEAD RELENTLESSLY 
 
This is when the team becomes the system. Leadership is not about needing consistent 
heroic intervention. If it is, you likely have a team problem and the leader may be 
unintentionally reinforcing it. Strong leadership is about building a team that operates 
effectively without constant rescue. 
 
When teams mature: 

●​ decisions improve 
●​ ownership increases 
●​ issues surface earlier 
●​ leaders regain strategic time 

 
That is when the business stops feeling fragile, leadership becomes proactive instead of 
reactive, and true scale becomes possible. A business owner should not be responsible for 
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most day-to-day decisions when they have a large team. Even at the department level, 
leadership exists to provide direction, not to act as the bottleneck. 
 
The team should have enough clarity, training, and autonomy to execute their work 
consistently. The role of leadership is to: 

●​ uphold standards and processes 
●​ reinforce culture 
●​ inspire performance 
●​ communicate direction 

 
This alignment keeps the team focused, engaged, and aware of where the business is 
heading. When leadership operates this way, the business becomes more stable, more 
scalable, and less dependent on any single person. 
 
How to Implement This 

●​ Stop answering every question​
When a team member comes to you, respond with: “What do you think we should 
do?” This builds decision-making muscle instead of dependence. 

●​ Define decision boundaries​
Be clear on what the team can decide on their own and what must be escalated. 
Autonomy without clarity creates risk. Clarity creates confidence. 

●​ Push ownership down, not problems up​
When issues arise, require team members to bring: 

○​ the problem 
○​ their proposed solution 
○​ the impact of that solution 

●​ Create visibility into performance​
Teams perform better when they can see how they are doing. Use simple 
scoreboards, KPIs, or daily targets so performance is not a mystery. 

●​ Reinforce standards consistently​
Do not let small deviations slide. Inconsistent enforcement trains the team to 
ignore the system. 

●​ Build a leadership rhythm​
Use regular check-ins, team meetings, and performance reviews to reinforce 
direction and expectations. Leadership should be visible and consistent, not 
reactive.  
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IMPLEMENTATION SPOTLIGHT 
Accountability Ladder Audit 

 
Evaluate your team across the five levels of accountability: 
 
Rate each area from 1–5: 

●​ Hire Right 
●​ Train Clearly 
●​ Set Expectations 
●​ Reinforce Consistently 
●​ Lead Relentlessly 

 
Then answer: 

●​ Where is your lowest score? 
●​ What specific breakdowns are happening there? 
●​ What is one action you can take this week to strengthen it? 

 
Focus on fixing the bottom rung first, and work up progressively without fully 
neglecting the higher rungs as you work your way up.  
 
Articulate on your audit what success on each step of the rung looks like. This is a 
powerful tool to provide each member of your team or display in your business. 
Excellence should be physically and experientially evident.  

 
KEY TAKEAWAYS 
 

●​ Team problems often begin as leadership system failures 
●​ Accountability requires structure before correction 
●​ Hiring under pressure weakens every rung of the ladder 
●​ Recognition tied to contribution builds stronger culture 
●​ Great teams become self-reinforcing systems 

 
ACTION STEPS 
 

●​ Audit your weakest Accountability Ladder rung 
●​ Build role scorecards before your next hire 
●​ Launch one quarterly improvement challenge 
●​ Implement after-action reviews after recurring issues 
●​ Create your recognition rhythm calendar  
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Operational Discipline 
The Rhythm That Makes Execution Repeatable 

 
We have arrived at the final step in stabilizing your rental business. Everything we have 
covered so far only works if it is executed consistently. Lean has been the lens for how to 
think. Operational discipline is the system that makes it happen. 
 
This is where rhythm, cadence, and structure come into play, terms that have been used 
throughout this book. Without the discipline to implement these consistently, you will not 
have the time or capacity to sustain them. 
 
There is a kind of day in the rental business that every owner remembers. The day starts 
before sunrise with a call-out from a key employee. A truck leaves late because staged 
inventory was never staged. Another driver discovers a damaged item upon arrival. A 
customer is frustrated because part of an order is incomplete. Equipment breaks down in 
the field. Phones are ringing nonstop. Dispatch is behind. Repairs are stacking up. 
You are fourteen hours into the day, exhausted, and you still have a night shift to send 
out. 
 
And it is only Friday. The weekend is still ahead. 
 
Or maybe your version looks different. You are alone covering both the counter and the 
yard. The weather is extreme. Equipment is coming back damaged faster than it can be 
checked in. Customers are frustrated. A contractor is waiting on a repair. A delivery truck 
is down. A reserved item is unavailable. You are moving nonstop, from desk to yard to 
service bench, running on panic instead of energy. 
 
Maybe it has been years since you experienced a day like that. Maybe it was last week, or 
even today. And even if you are no longer in that position, your team likely still feels it. 
That kind of chaos is often worn as a badge of honor, and it shouldn’t be. 
 
Sustained chaos is not a sign of a strong business. It is a signal that the business lacks the 
systems and discipline required to operate consistently. Operations is where the business 
proves marketing and sales right or wrong. This is where revenue becomes reality. This is 
where promises are kept or broken. 
 
All the marketing and sales in the world cannot compensate for poor execution. 
Reputation is built or lost here. 
 
Operational discipline is doing the right things the right way every time. 
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It is what allows everything we have covered in this book to actually work. This chapter 
focuses on how to build that consistency so your business can deliver at a high-level, day 
after day. 
 
WHY EXECUTION BREAKS DOWN 
 
Most businesses do not fail because they lack ideas. They fail because too little is 
executed consistently, or execution is poor. Plans are made. Priorities are discussed. 
Initiatives are introduced. For a short time, there is movement. 
 
Most companies are excellent at short-term sprints. These bursts of vision and energy are 
easy to generate. They are much harder to sustain. Without structure, those efforts do not 
stack. They drift away from strategic alignment. Daily demands take over. Attention 
shifts to the next initiative. Turnover disrupts continuity. Systems fade. 
 
What remains is a lot of effort with very little consistency. A strong strategy can 
eliminate disconnected sprints. But beyond that, the problem is execution. 
 
In many rental businesses: 

●​ meetings happen without clear purpose 
●​ KPIs exist but are rarely reviewed 
●​ issues are discussed but not resolved 
●​ tasks are assigned but not followed through 

 
The business stays busy, but progress becomes inconsistent. And this is what makes 
operational failure deceptive. The company looks active while becoming less effective. 
 
OPERATIONAL DRIFT AND OPERATIONAL WATERFALL 
 
Operational collapse rarely happens all at once. It begins quietly with some poor hires, 
checklists that get skipped, maintenance schedules that slip, weekly review meetings that 
are inconsistently attended or undisciplined, and missed issues that are tolerated instead 
of corrected.  
 
Operational Drift is the gradual erosion of standards when systems stop being reinforced 
consistently. 
 
Drift is dangerous because it is subtle. It often goes unnoticed until the accumulated 
damage reaches a tipping point. Then comes what I call: 
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Operational Waterfall is the moment accumulated drift pushes the operation over the edge 
and failure cascades all at once. 
 
That is when: 

●​ trucks leave late everywhere 
●​ inventory errors multiply 
●​ maintenance failures stack up 
●​ customers feel the breakdown simultaneously 
●​ turnover increases significantly 

 
Operational Waterfall is the visible crisis, but drift is what caused it. Strong operational 
discipline exists to stop drift before waterfall begins. 
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LESS IS MORE 
 
One of the most common mistakes in managing operations is trying to improve too much 
at once. More projects, more priorities, more initiatives. The result is predictable: effort 
rises, focus fragments, and execution weakens. Everyone may be visibly working harder, 
but not much is actually changing for the better.  
 
A better approach is simple: Do fewer things and execute them well. Many of the 
worst-performing periods in business happen when too many operational changes are 
introduced simultaneously. Better performance is not about doing more; it is about doing 
the right things consistently. 
 
THE RHYTHM THAT STABILIZES OPERATIONS 
 
Execution improves when the business runs on rhythm.  
 
How often does the business have specific meetings, what will they discuss, and what are 
the desired outcomes? Also, how often do they conduct after-action reviews? When do 
they review their systems, processes, and policies?  
 
Your culture initiatives should be on a rhythm, your daily meetings, your quarterly 
meetings, your strategy meetings, your hiring system, your performance evaluations. 
Think of it like a company calendar for everything. Plan it once (and then manage the 
plan).  
 
This concept appears again and again in high-performing organizations. Verne Harnish 
emphasizes in Scaling Up that structured cadence creates alignment and speed. Without a 
cadence, leaders react and continuously move between meaningless meetings and tasks.   
 
A PRACTICAL MEETING CADENCE 
 
You do not need more meetings. You need more impactful ones. 
 
Weekly Meeting — Execution: This is the most important meeting in the business. This is 
where and how the business operates. It should include: 

●​ KPI review 
●​ issue identification 
●​ action assignment 
●​ follow-up on prior commitments 
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Monthly Review — Adjustment: This is where the business improves. Step back and 
evaluate: 

●​ trends in performance 
●​ recurring weak points 
●​ priority shifts needed 

 
Quarterly Planning — Direction: This connects strategy to execution. This is where the 
business chooses direction. Define: 

●​ next 90-day priorities 
●​ what will be focused on 
●​ what will not be pursued 

 
Patrick Lencioni’s work in Death by Meeting reminds us:​
  

●​ meetings fail when they lack structure and meaningful decision-making 
●​ bad meetings waste time and good meetings create movement. 
●​ meetings should feel more like high-stakes movies rather than boring 

administrative tasks 
●​ meetings should have good conflict and foster engagement 
●​ meetings should have the right people in them  

Additionally, one-on-one meetings should serve as the primary space for communication, 
support, and decision-making between a leader and their team member. 

When used well, these meetings capture most of what a team member needs from their 
manager. By consolidating requests, updates, and problem-solving into a dedicated time, 
both parties reduce constant interruptions and preserve time for focused work. 

This approach also trains the team to prepare. Team members begin to: 

●​ prioritize what matters most 
●​ anticipate challenges 
●​ bring forward solutions, not just problems 

 
Over time, the quality of these conversations improves, and so does decision-making. 
Of course, not everything can wait for a scheduled one-on-one. To handle real-time needs 
without creating constant disruption, leaders can establish “office hours.” This is a set 
window each week where team members can book short, focused time blocks for 
immediate support. 
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Keep these sessions tight. Fifteen-minute intervals are often sufficient. Many scheduling 
systems default to thirty-minute meetings, but if a discussion can be handled in fifteen 
minutes, the extra time becomes wasted time. Shorter meetings encourage clarity, focus, 
and efficiency. 
 
The goal is simple: Protect time for deep work while still remaining accessible when it 
matters. 
 
KPIs — THE SCOREBOARD OF THE BUSINESS 
 
A rhythm without measurement is incomplete. KPIs provide visibility. They show 
whether the business is actually performing or just staying busy. 
 
Most businesses overrely on lagging indicators: 

●​ revenue 
●​ profit 
●​ bookings 

 
These matter, but they only tell you what has already happened. Strong operators focus 
on leading indicators. These are the metrics that signal what is about to happen. 
 
Examples include: 

●​ qualified leads generated 
●​ equipment utilization rate 
●​ on-time delivery percentage 
●​ follow-up completion rate 
●​ preventive maintenance completion 

 
When leading indicators are strong, results follow. When they are ignored, problems 
appear later, often when it is too late to respond effectively. 
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IMPLEMENTATION SPOTLIGHT 
Identify Your Top 3 Leading Indicators 

 
Most businesses track numbers. Few track the right ones. Your goal is to 
identify a small set of leading indicators that drive performance across the 
business. When these are strong, the rest of the business tends to follow. This 
does not mean you should only track three metrics. It means you should clearly 
define the few indicators that provide the earliest and most reliable signal of 
whether things are improving or declining. 
 
These become your primary reference points for: 

●​ strategic adjustments 
●​ operational focus 
●​ performance conversations 

 
When these indicators move, you pay attention. Because if they are improving, 
results are likely to follow. If they are declining, problems are already forming. 
 
Start by identifying as many potential leading indicators across your business as 
you can find. A good way to do this is to work backward. Ask: If this number is 
strong, does everything else tend to go well? 
 
Examples of leading indicators by area:  
 
Marketing:  

●​ qualified leads generated 
●​ website inquiry conversion rate 
●​ inbound lead consistency 

 
Sales:  
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●​ follow-up completion rate 
●​ proposal turnaround time 
●​ quote-to-booking conversion rate 

 
Operations: 

●​ on-time delivery rate 
●​ percentage of complaints/issues identified 
●​ preventive maintenance completion 

 
Team: 

●​ turnover rate 
●​ accurate shift coverage percentage 
●​ training completion rate 

 
Cash Flow: 

●​ percent collected before event 
●​ days to final payment 
●​ accounts receivable aging 
●​ days of cash available 

 
How to Test Your KPIs 
 

●​ Step 1: Identify your list of leading indicators  
●​ Step 2: Track them weekly.  
●​ Step 3: Watch what happens downstream (i.e. cash on hand, future 

revenue booked, operations issues, profit percentage, etc.)  
●​ Step 4: Ask - 

○​ When this number improves, does performance improve? 
○​ When it drops, do problems follow? 

●​ Step 5: Eliminate weak indicators if a KPI doesn’t predict anything 
meaningful.  

●​ Step 6: Refine as needed and taper the list down to the essential 
indicators of business health.  

●​ Step 7: Build a separate list of additional important KPIs and evaluate 
both lists at least annually to test new metrics and evaluate their need on 
the list.  

 
Your leading indicator list should: 

●​ predict outcomes 
●​ drive behavior 
●​ be actionable weekly 

 
Rules 

●​ Do not track everything 
●​ Do not chase lagging metrics only 
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●​ Do not keep KPIs that don’t influence decisions 
●​ Review your list as needed (at a minimum, annually). Internal and 

external business environments change frequently.  

 
THE THREE LAYERS OF OPERATIONAL MATURITY 
 
Too many businesses try to improve everything at once. They struggle with basic 
execution, attempt to refine processes, and pursue optimization simultaneously. The 
result is predictable. Nothing sticks. You cannot optimize what is not consistently 
executed. 
 
Operational improvement follows a natural progression. It builds in layers. First, 
execution must become stable. Then processes can be improved. Only then can the 
business begin to optimize. 
 
Skipping steps creates frustration, inconsistency, and wasted effort. Strong operators 
understand where they are in this progression and focus their efforts accordingly. They do 
not chase advanced improvements while foundational execution is still breaking down. 
 
Acknowledge your current level. Define your next step. Then guide your team toward 
operational maturity, one layer at a time. 
 

1.​ Layer 1: Baseline Execution 
 
Consistently complete essential daily work. This is the foundation of operational 
competency. Work gets done on time, standards are followed, and the business functions 
reliably. Without this layer, nothing else holds. 

 
2.​ Layer 2: Improve 

 
Identify and repair recurring weak points. This is where many businesses stall. They 
recognize issues but struggle to fix them consistently. The focus here is on making 
processes better, not perfect. Lean thinking is especially valuable at this stage. 
Improvements are practical, targeted, and often require minimal investment in tools or 
resources. The goal is to reduce friction, eliminate waste, and create more consistency. 

 
3.​ Layer 3: Optimize 
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Proactively strengthen systems before problems appear. This is where high-performing 
businesses operate. At this stage, the focus shifts from fixing problems to preventing 
them. Investments become more strategic and may include: 

●​ stronger systems and tools 
●​ improved processes 
●​ specialized roles 

 
Optimization is not reactive. It is intentional and forward-looking. 
 
As time is freed from reactive firefighting, it should be reinvested into improvement and 
optimization. This is how operational excellence compounds. 
 
THE BOOK IT! OPERATIONS SYSTEM 
 
One of the strongest tools in execution is documentation. Every business should maintain 
a Book It! Operations System that mirrors the same intention and design as our Book It! 
Sales System.  
 
This is your centralized operating intelligence and it should include: 

●​ SOPs 
●​ workflows 
●​ role expectations 
●​ checklists 
●​ maintenance procedures 
●​ operational guidelines 

 
This is not static paperwork that collects dust in a notebook. It is a living system that 
must be accessible, regularly updated, and reflect actual practices inside the business.  
 
To tie this into our previous system on hiring and training, the Operations System should 
inform the training (may be the exact same documents), which will inform the job 
description and influence ways we recruit for the position.  
 
Too many businesses rely on tribal knowledge. What is often framed as “necessary 
experience” is, in reality, information being held by a few individuals. Sometimes this is 
unintentional. Other times, it is a form of gatekeeping that creates perceived job security. 
 
In either case, it limits the business. When knowledge is not shared, growth slows, 
consistency suffers, and the business becomes dependent on individuals instead of 

Page 94 



 

systems. Strong businesses do the opposite. They document, share, and scale knowledge 
so performance can be repeated across the team. 
 
When knowledge remains trapped within individuals, execution becomes fragile. 
Tribal knowledge leads to inconsistent standards, as each person operates according to 
their own methods rather than a shared system.  
 
KEY TAKEAWAYS 

●​ Chaos is usually a symptom of weakened systems 
●​ Operational Drift creates Operational Waterfall 
●​ Rhythm prevents reactive leadership 
●​ Focus on one operational improvement at a time 
●​ Strong documentation reduces dependency on memory 

 
ACTION STEPS 

●​ Identify one sign of Operational Drift in your business 
●​ Rebuild your weekly execution meeting structure 
●​ Choose five KPIs for your weekly scoreboard 
●​ Select one operational weakness to improve this month 
●​ Begin building or updating your Operations Bible  
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Conclusion 
Determine What Comes First and What Comes Next 

 

Well, we did it. 

In just a few pages, you will reach the end of this book and I would like to share 
something extremely important with you: 

Most people do not invest in learning like this. If you have made it this far, take a 
moment to recognize that. You are doing what many of your competitors are not. You are 
investing in your growth so you can stabilize and scale your business with intention. 

That matters. 

One of the reasons you will succeed is because you are willing to do things others will 
not, so you can achieve results others cannot. Be proud of that. 

But finishing this book is not the finish line. There is yet another gap between those who 
read and those who act. Many will take in the information and then return to business as 
usual. 

Do not be one of them. You have a blueprint in front of you. Use it. 

Take what you have learned, apply it, and build a business that is stable, scalable, and 
strong enough to support the future you are working toward. 

A REMINDER OF WHERE WE’VE BEEN 
 
Throughout this book, we have built the foundation of a stronger rental business through 
eight essential systems: 

1.​ Lean Thinking 
2.​ Differentiators 
3.​ Business Strategy 
4.​ Marketing Plan 
5.​ Sales System 
6.​ Cash Flow Control 
7.​ Team and Accountability 
8.​ Operational Discipline 

 
These are not isolated ideas; they are one interconnected system where each part 
strengthens the next. When these parts work together: 
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●​ waste is reduced 
●​ decisions become clearer 
●​ teams perform better 
●​ cash becomes more predictable 
●​ growth becomes safer 

 
A rental business becomes stable not when one area improves, but when all critical 
systems begin reinforcing each other. That is when the business stops feeling fragile, 
when leadership becomes proactive instead of reactive, and when true scale becomes 
possible. 
 
If you are like most rental business owners, you did not start your company because you 
wanted to spend your days buried in operational fires, cash pressure, staffing problems, 
and endless reactive decision-making. You started because you wanted to build 
something meaningful, sustainable, and freeing. 
 
These steps make that dream possible.  
 
FIRST STABILIZE, THEN SCALE 
 
True to the title, this book is designed to help you stabilize your business so you can scale 
with confidence. 
 
Too many business owners try to scale in order to fix a struggling operation. In most 
cases, this only prolongs the pain, increases the investment, and still ends in failure. 
Scaling is appealing. It is exciting. But any experienced operator will tell you the same 
thing: If you scale a broken operation, you scale your problems. 
 
Some believe more revenue or more cash will solve those issues. In reality, growth often 
makes them more expensive and more difficult to fix. 
 
The solution is not more complexity. It is stronger fundamentals. As Bill Belichick put it: 
“In the end, it’s about blocking, tackling, fundamentals. We’ll emphasize those.” 
 
Business is no different. When you execute the fundamentals better than most, you create 
a meaningful advantage. Only then should you begin to scale. 
 
Because once your foundation is stable, your systems are consistent, and your team can 
execute reliably, growth becomes far more predictable. That is when your business is 
ready. 
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TWO PATHS FORWARD 
 
There are two ways to use this book from here: 
 
Path One: Build It Yourself (BIY)  
 
You can take these systems and begin applying them on your own. For disciplined 
owners willing to commit time, reflection, and execution, that path can absolutely work. 
 
But it requires: 

●​ honest self-assessment 
●​ consistent follow-through 
●​ willingness to challenge old habits 

 
And it often takes longer than expected because when you are inside the business every 
day, blind spots are difficult to see clearly. 
 
Path Two: Build With Help (BWH)  
 
The second path is to accelerate the process with outside help. Sometimes what changes a 
business fastest is not more effort, but more perspective, more accountability, and 
someone to help you:  

●​ identify issues sooner 
●​ shorten trial-and-error cycles 
●​ bring structure to difficult decisions 
●​ help implement systems more effectively 

 
Time is money. That is where coaching becomes powerful because outside clarity 
accelerates results. 
 
A PRACTICAL WAY TO START 
 
If you are not sure where to begin, start here: 
 
Option 1: Choose one system in your business that is weakest right now. Not ten. Not all 
eight at once. Just one. 
 
Ask yourself: Where is the greatest pressure in my business today? 
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Then begin there.  
 
Option 2: Start at the beginning of the book and work your way from step 1 to step 8 in 
sequential order.  
 
Focused attention on improvement creates momentum. And that momentum creates 
confidence. Small disciplined changes, repeated consistently, create profound long-term 
results. 
 
James Clear reminds us in Atomic Habits that small repeated improvements compound 
into remarkable outcomes over time. That principle applies just as powerfully in business 
systems as it does in personal habits. 
 
AN INVITATION 
 
If you want help identifying where your business should begin, that is exactly what I do. 
Through coaching and consultation, I help rental business owners uncover where profit is 
leaking, where systems are breaking down, and how to build stronger foundations for 
growth. 
 
With me, you get even more of what you’ve seen in this book: practical frameworks 
grounded in real-world rental business experience. 
 
If you are ready to move faster, with greater clarity and fewer costly mistakes, I would 
welcome the opportunity to help. 
 
You do not need to solve every challenge alone. And you do not need to wait until 
problems become urgent before fixing them. 
 
Book a call with me by visiting my website: http://brendenmorancoaching.com  
 
My promise: if I’m not the right coach for you, I’ll help you identify another coach who 
is.  
 
Also, check out these free resources: https://brendenmorancoaching.com/resources  
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