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In Retrospect 
 

It the beginning…  
there was Think and Grow Rich By Napoleon Hill. 

 
I was about 23-years-old and a year or so out of college when 
someone gave me my copy. I kept it around for a year or two 
pretending I was reading it, before I gave it a chance. I actually read 
it so I could quote the various “pearls of wisdom” all my buddies 
were spouting, rather than because I believed any of that stuff. 
 
I did not see myself as being a candidate for being rich, plus that 
was such an unseemly thing for me – no one I knew was rich, so I 
discounted it as a bunch of baloney. 
 
It was really after I had the amazing experience of meeting Dr. 
Maxwell Maltz, world renowned author of Psycho Cybernetics (I 
still have the picture of him, my bride, and me), that I began to 
consider the possibility that I would have to change the picture I 
had of myself if I expected to achieve what I wanted to achieve for 
my family and myself. 
 
When I did actually begin to study “Think And Grow Rich” I saw 
that it was a multifaceted study in human nature and what makes 
things work. It’s even more valuable to me today, even in its 
original 1930’s language. I hope you’ll find a copy, and then not 
wait two years to read it! 
 
I want to share a quotation here for a couple of reasons, one to 
demonstrate to you that I am not trying to claim as my own brilliant 
idea the groundbreaking findings of someone else, and to illustrate 
to you that this is a process that’s been used successfully by 
extraordinary performers for three quarters of a century.  
 
Here’s the excerpt! 
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The human mind is a form of energy, a part of it being spiritual in 
nature. When the minds of two people are coordinated in a spirit of 
harmony, the spiritual units of energy of each mind form an 
affinity, which constitutes the “psychic” phase of the Master Mind. 
 
The Master Mind principle, or rather the economic feature of it, 
was first called to my attention by Andrew Carnegie, more than 
fifty years ago. Discovery of this principle was responsible for the 
choice of my life’s work. 
 
Mr. Carnegie’s Master Mind group consisted of a staff of 
approximately fifty men, with whom he surrounded himself, for the 
definite purpose of manufacturing and marketing steel. He 
attributed his entire fortune to the power he accumulated through 
his “Master Mind.” 
 
Analyze the record of any man who has accumulated a great 
fortune, and many of those who have accumulated modest fortunes, 
and you will find that they have either consciously or 
unconsciously employed the “Master Mind” principle. 
 
Great power can be accumulated through no other principle! 
 
How to Multiply Your Brain Power 
 
Man’s brain may be compared to an electric battery. It is a well-
known fact that a group of electric batteries will provide more 
energy than a single battery. It is also a well-known fact that an 
individual battery will provide energy in proportion to the number 
and capacity of the cells it contains. 
 
The brain functions in a similar fashion. This accounts for the fact 
that some brains are more efficient than others, and leads to this 
significant statement: a group of brains coordinated (or connected) 
in a spirit of harmony will provide more thought-energy than a 
single brain, just as a group of electric batteries will provide more 
energy than a single battery. 
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Welcome To The 21st Century! 
 

Why D-I-Y?  
It is my contention that, for the most part, we all know about 80% 
of what we need to know to establish and maintain a successful 
peer group process that will maximize our effectiveness. 
 
This report is the missing 20% that those who sell peer group 
facilitation services, organize mastermind groups and provide CEO 
forums don’t want you to know – because they’re afraid you’ll do it 
yourself (DIY). 
 
Even my own colleagues are afraid that I’m selling the secrets. 
 
What none of these folks understand is that those for whom the 
professionally facilitated peer group is the answer – this is just 
some background information that will convince them of their 
decision to seek out professional help, such as that available via 
Strategic Conversations (http://www.StrategicConversations.biz).  
 
I wrote this for the 99.9% of you who would be better served with 
the how-to instructions for a successful D-I-Y peer group! 
 
Every book/program I’ve seen was put together for the benefit of 
the person facilitating the group, instead of the actual group 
member.  
 
In fact, if you are a volunteer group leader or even a professional 
facilitator, there’s a lot of material here that will help you be more 
effective and more profitable. 
 
There are many valuable elements of the DIY approach, not the 
least of which is that it’s free.   
 
Each member of the group is simultaneously learning, doing, and 
teaching one another.  
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Every meeting is an opportunity to enhance your ability to solve 
problems, accept input, and think outside the box. And if the 
members of your group were chosen well, a lifetime support system 
is being cemented in place. 
  
A “Virtual” Process  
In my experience and that of other people I know, your group can 
be totally virtual – over the phone, and you may never meet some 
of the other members face-to-face.  
 
The strategies here can also be used in the traditional face-to-face 
peer group process too. In fact using my approach will streamline 
your traditional peer group, handle most of the details, and prepare 
you for the day your group decides to give the virtual way a try. 
 
The most effective groups, based on the 100 or so I interviewed and 
from my own personal experience, are those that combine the 
virtual every-other week process with an annual get together at 
their association meeting.  
 
Disclaimer: 
The information here is not intended to be a substitute for legal or 
other professional advice, wherever the facts warrant. If anyone 
requires legal advice or other professional assistance, they should 
always consult their own legal or other professional advisors and 
discuss the facts and circumstances with them.  
 
Resale Process: 
Getting this report into the hands of other people like you is more 
important to me than the nine dollars I am charging for it. To prove 
it, I will give you 100% of the money for every book that is 
purchased via a simple link it will take you 5 seconds to create.  
The details of how to set this up are in the FAQ section. 
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An Overview 
 

You have arrived here from several different sales pages. I used 
each one to attract different people from different backgrounds.  
 
Each of you is equally able to use this straightforward process to 
achieve your goals. 
 
In the mid 1980’s, I was the co-author of Passing Down The Farm, 
The OTHER Farm Crisis – a great book that’s still in demand 
today. The subject matter was management transition, succession 
and strategic planning. 
 
Even though the content paralleled the strategies required in any 
successful business I could not get any respect with the “non-farm” 
audience. I had to co-create another book that did not have a picture 
of a farm on it to achieve that. 
 
So, for the same reason I have created several different pages, to 
attract the full range of people who can benefit from the peer group 
process – when they see it described in terms that are relevant to 
them and the specific results they are looking for. 
 
The self-help process came to me in stages. The first was when a 
business owner said to me, “Wayne, I’ve got all the advice I can 
stand – what I need is help.”  
 
It occurred to me that any help he was likely to find actionable 
would come from his peers, people with the same challenges and 
who were not getting paid based on the recommendations they 
make. 
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With these and other instances that pointed out the importance of 
having a group of advocates facing similar challenges, but who are 
at different stages in the development of their business, I began to 
organize some peer groups – simply as a volunteer leader – to see 
how practical it was to actually get people the help they were 
looking for from peers they trust. 
 
Years have passed and there are a bunch of these groups that are 
still successfully cranking out ideas and insights for each other. 
 
To test the hypothesis on a much larger scale, I interviewed almost 
100 business owners and farmers about the keys to their success 
and 75% of them cited peer groups as a key ingredient.  
 
They called them dealer councils, association special interest 
committees, leadership circles and on and on. But they were all the 
same thing. They were self-managed peer groups.  
 
In the wake of 9/11 those of us who travel for a living were 
rethinking how we would do business in the future.  
 
That’s when this all came together for me.  
 
I created an audio program with a report (which was updated in 
February 2007 and is in your hands) and combined them with my 
presence in their groups on the phone for the first several meetings. 
 
There were monthly group support calls and 24/7 access to me via 
email. No more traveling.  
 
Now, with years of experience with different types of organizations 
with different goals, I have created this – the total DIY process! 
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Chapter 1:  Specific Strategies To Maximize Your Peer Group 
 
Let me start out by describing a “typical” 21st Century Peer Group.  
 
Yours will be different but this will give you a frame of reference – 
so think of it in those terms.  
 
There are no absolutes. My way is the compilation of years of 
experience by hundreds of people – but the right way is the way 
that works for you. 
 
Back in 1992, six business owners were having coffee at their 
convention hotel following my presentation. I came in with my 
carry-on with a half hour to kill before the shuttle bus would take 
me to the airport. 
 
I joined them at their big round table in the corner and we 
continued to talk about the subject of that afternoon’s presentation.  
 
One of the business owners present had not attended the session so 
the others were bringing her up to date. 
 
After about 20 minutes one of them looked up at the clock on the 
wall and said that it was too bad I had to go, since we were just 
getting started.  
 
I suggested we put together a conference call in a couple of weeks 
to continue the discussion. 
 
Almost 15 years later they are still getting together – acting as 
sounding boards for one another.  
 
In the intervening years, one of the original members has passed 
away, replaced at the table by his son-in-law and successor. 
Another member has retired and one of them has sold their 
company.  
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In both of those cases, they were replaced by their successors. 
 
I saw one of the original members last summer – we had not spoken 
in years. He said that the original coffee shop conversation set in 
motion the most important thing he’s ever done. 
 
Over the years, he and the others have vastly increased their 
productivity by sharing what’s working for them saving their 
contemporaries the time, money, and energy of doing what they’d 
already concluded would not work. 
 
As the younger people joined the group, they brought with them 
ideas about technology that the others have embraced far more 
quickly than they would have if a sales rep had presented the same 
ideas.  
 
And the young people have a built in set of mentors who are totally 
dedicated to their success, just as they were the success of their 
dads, aunts, and uncles. 
 
Each person is responsible for weighing the input of their peers, 
considering the alternatives, and then making the decision. Their 
ability to solve problems has grown exponentially over the years. 
 
Not just the “numbers” decisions either. For example, strategic 
planning to lay out the direction of the business in the future, 
succession planning based on capability not guilt, estate planning to 
solve the fair vs. equal dilemma, on and on. 
 
As Bill and I parted that day last summer, he said, “You know 
Wayne, The Beatles were only partly right when they said, “I get 
by with a little help from my friends.”  
 
“Actually Wayne, we’ve done a lot better than just get by, because 
of our friends!” 
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Chapter 2:  Leverage What You Learn In Key Result Areas 
 
I put this section before the one about choosing your fellow 
members because I think it’s important for you to consider what 
results, as specifically as possible, you want from the time you’re 
investing in the selection process.  
 
A little thinking beforehand will help you determine who to ask and 
to make the ongoing process itself more productive. 
 
Succession and Estate Planning: 
I lumped these two together because they are inseparably 
intertwined in each other.  
 
I’m not suggesting that your peer group will offer specific advice 
on either, but it will offer you a sounding board against a backdrop 
of the experiences of the individual members. 
 
For example, you might want to invite people who have been in 
your shoes in the past and are already where you are heading.  
 
They will be able to tell you how their decisions are panning out 
and what other things they’d consider strongly if they had it all to 
do over again.  
 
The elements of a succession plan have to do with “who’s going to 
run the place” in the next generation, as well as how the ultimate 
ownership is to be divided.  
 
In the universe of privately held family owned businesses and 
farms, typically, the vast majority of the senior (operating) 
generation’s assets are tied up directly or indirectly in the operation. 
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So, the people chosen to run the business must be equipped to do 
so, since the financial security of the senior generation and the 
inheritance of their siblings (assuming that the next generation are 
members of the family), all depend on them. 
 
If I were you, I would seek out people as members for your group, 
people whose opinions I trust and people with whom I can speak 
honestly.  
 
Often we are overwhelmed with the impossibility of a situation we 
have never encountered before – which, when described in all its 
gory details to a seasoned veteran, we expect that person to be as 
stumped as we are, only to have him provide the simple answers 
that have alluded us.  
 
And if I am the person who has successfully battled my way 
through the succession planning process, someone whose next 
generation is in place and who has worked out (usually working 
side by side with my advisors) an estate plan that will meet my 
family’s needs rather than the government’s – I would love to be 
asked to participate in a peer group where my hard won battles can 
benefit to others.  
 
Leadership and Management Training: 
A new book on management or leadership is published about every 
15 minutes so I’m not going to insult you with my take on the 
subject.  
 
It is enough to say that leading a company, any company no matter 
how large or how small, in the 21st. Century will require different 
skills than what were needed in the past. 
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As organizations get smarter, developing shared goals and 
empowering members of the organization from the loading dock to 
the boardroom – new management challenges show up.  
 
Just because the new way of managing a business looks simple 
(simpler), it isn’t. 
 
The question is where’s the help you need going to come from? If 
you live in Manhattan, NY, there are consultants behind every 
lamppost and external training programs available almost around 
the clock in dozens of locations at many different price points. 
 
On the other hand, if you live on your farm 50 miles outside of 
Manhattan, KS, where will your help come from? 
 
Eighty percent of the people in North America live 20 miles or 
farther that one of the top 200 cities – so you could always take the 
time to drive to town for a conference – or you could enroll your 
successor in one training program after another. 
 
Naturally your trade association has management and leadership 
training among the many educational opportunities it provides too. 
 
My suggestion is you take advantage of as many of these 
opportunities as possible, along with your peer group.  
 
The peer group provides a sounding board to help you flesh out the 
strategies being taught in class. You will be able to see how these 
theories will look in your specific business/family environment. 
 
What would your future look like if you had the ear of one of 
the leaders in your industry?  
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In every industry the top 10% of the companies have very 
successful internal leadership and management training programs – 
or they would not be in the top 10%.  
 
Everybody else tries to pick up their tips at their association events, 
reads the musings of experts, and hires somebody who may be an 
expert at their business, leadership/management training, but not 
YOUR business. 
 
It makes sense then to invite one of these industry leaders to be part 
of your group.  
 
I will give you some ideas how to go about it and the automated 
process I’ll share with you will reduce everyone’s involvement to 
the time spent together on the phone. 
 
And if you are in the top 10% in your industry, please say yes when 
one of your contemporaries calls! 
 
Strategic Planning: 
When I typed the term “strategic planning” into my Google search 
window, there were 18,700,000 matches – so I won’t try to define it 
for you here.  
 
You can narrow down your search on Amazon.com where the same 
term resulted in only 32,598 books with it in their titles. 
 
The people who write these books and who sell strategic planning 
services don’t seem to understand that you already know what 
strategic planning is, because you are already doing it – in some 
aspects of your business at least. 
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Fruit growers know that the apple trees they’re planting today 
won’t bear fruit for several years in the future.  
 
Christmas tree growers know that it’s going to be eight years before 
the trees they’re planting today can be cut.  
 
And developers know that from the day they get the title on the 
land until the first units are rented or sold can and often is – years. 
 
So it’s not that you don’t know what strategic planning is when it 
comes to the operational side of your business, rather it’s your 
unwillingness to spend the time, energy and money on the not-so- 
clear-cut issues lurking in your future. 
 
Why is that and where can you go to get started? Let me answer the 
second part of the question first. The place where you’ll get the 
strategic planning input you need is your peer group – so choose 
your fellow members wisely. 
 
In my experience the reason people set aside the elements of 
strategic planning that they’re uncomfortable with is because they 
don’t have anyone who understands them and their business to talk 
to.  
 
At least no one who is not getting paid based on the advice they 
provide.  
 
And if they live, like most people, in relatively small or close knit 
communities, who can they confide in that they won’t see at 
church, or at the Rotary Club, etc.?  
 One time I met a lady in one of those small Kansas towns who 
owned the local beauty parlor. Her husband was the president of the 
local bank. It was like Mayberry RFD; everybody knew everything 
about everyone. 
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Does it really seem possible to have a strategic conversation about 
your business there without everything you discuss becoming 
common knowledge? 
 
Who’s most likely to provide the actionable strategies you need to 
consider in order to plan for the future of your company, an expert 
at planning or someone who is planning for the future of their very 
successful company?   
 
This is not an either/or question. When you combine a group’s 
experiences and use their input to help you formulate ideas and 
strategies you will be able to complete many of the key activities of 
strategic planning yourself.  
 
And you will be a MUCH savvier consumer of the advice of the 
experts you will inevitably need to consult. 
 
Later I will describe how we have successfully gotten some of the 
most respected professionals to ‘attend’ group calls as a guest – 
without charge.  
 
It was a great Q&A opportunity for the members of the group and 
an opportunity for them to audition in front of a half dozen 
prospects at the same time. 
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Chapter 3:  Inviting The Right People 
Now you have a better idea just who to look for when organizing 
your 21st Century Peer Group(s).  
 
And before I get too far along, I want to say what has already 
occurred to you by now; you can certainly be an active participant 
in more than one group at the same time. 
 
Later I’ll flesh this out a bit, but your dad can be in one or more 
groups and you can be in one or more groups – as well as other 
members of your family and your business, all at the same time. 
 
Think about it, if you’re the anointed successor in your business, 
perhaps you should put together a peer group of other successors 
like you.  
 
I know from experience that after a year of meeting regularly with 
your contemporaries, you will stop complaining about your dad and 
uncle’s decisions and thank your lucky stars that they are so much 
easier to get along with than those of your fellow group members. 
 
On the other hand, if you represent the senior generation in your 
company, a group composed of your peers – if chosen wisely – 
could open your eyes and those of the rest of the group to the 
possibilities that your successors provide.  
 
Rather than a gripe group pining for the good old days (when you 
complained about the way your dad did things), your group can 
open your mind to such novel ideas as letting the kids (age 30-50) 
play a more active role in the management of the business.  
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My point is this; there is no optimum group makeup formula, 
although there are specific qualities and characteristics that make 
up the ideal group participant.  
 
Generally, you should be looking for individuals who are 
successful so you’ll trust what you learn from them. 
 
You’re looking for people who are motivated and ready to move 
forward, with goals and a high level of energy. And because of the 
ongoing nature of the successful group, you’re looking for people 
who are strategy focused. 
 
Strategy focused individuals make excellent thought partners, 
which is great for you, whether you are strategically focused or not.  
 
Others in your group will be more tactical in their thinking while 
others will be creative.  
 
The key ingredient, no matter what, is their commitment - to the 
group, the process, and to themselves.  
 
This commitment will be demonstrated early on by their 
participation, showing up for the calls, and following up on what 
they said they’d do.  
 
In my experience it’s a trial and error process. If it’s not working 
for someone, you’ll need to replace him or her, a rotten apple and 
all that, and move on.  
 
Believe me, when you have the right mix you’ll know it! 
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This is not a networking group! 
While we’re on the subject of inviting the right people, it is 
important to make sure that everyone, especially prospective 
members, understand the nature of a peer group. 
 
There are so many ‘networking’ types of organizations out there I 
just want to be clear when I say that networking is not the aim of a 
peer group.  
 
You and the other members are there to serve one another, not 
badger each other for new business leads or referrals. 
 
The typical networking group or leads group is made up of 
individuals, each of whom represents a particular profession or 
vocation.  
 
For example, there could be only one member who is a printer, one 
who is an accountant, one who is a veterinarian and so forth. 
 
I have never personally been part of such a group but have several 
friends who find theirs an effective way to generate new business.  
 
If this is what you’re looking for, there must be several existing 
organizations in your area that offer this, and you should check 
them out – but they are not peer groups. 
 
There are “mastermind groups” where an organizer puts together 
groups of strangers, making up individual groups.  
 
The mastermind group organizers help the groups get started, act as 
facilitators, and encourage the members to reenlist when their 
initial term is up or switch to another group if they are finding the 
experience less than optimum for them. 
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There are several things about these sponsored mastermind groups 
that make them less productive that the 21st Century Peer Group 
process, nevertheless, there may be enough of a benefit to you for 
you to join one. 
 
Generally, these types of groups meet in person so there’s the cost 
in time associated with that.  
 
Naturally there are fees involved for the organizer and their 
organization.  
 
There is usually a contingent of members who are really there to 
promote themselves, making it uncomfortable for everyone else. 
  
But the real drawback is that these groups are made up of strangers 
with unknowable goals and desires.  
 
The typical organized mastermind groups that are successful over a 
long period of time or more from the lucky happenstance of people 
who genuinely like one another somehow getting in the same 
group. 
 
All that being said, join as many different kinds of groups as you 
have time for.  
 
Take along you copy of this report and maybe you’ll be able to 
bring resources that will be of value to your group. 
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Vertical mentors 
I know you’re familiar with the expression, “if we both think alike, 
then one of us is not necessary” – well that certainly applies to the 
creation of an effective peer group. 
 
The most strategically productive groups are those that contain 
members with far different levels of experience, where the people 
are at very different stages of their careers and where the age range 
is upward of 15 years from the youngest to the oldest. 
 
Why, because we feel so much more comfortable with people just 
like ourselves – so we are less challenged and less challenging to 
them.  
 
After all their excuses are the same as ours, so we won’t embarrass 
them with the hard questions and they won’t embarrass us. 
 
If we’re able to find 5 other people just like ourselves, we can get 
together twice a month and lie to each other, talk about what we’re 
going to do knowing no one will ever ask if we actually did it, and 
when the call is over we’ll feel positively virtuous for spending the 
time on self development.  
 
When the group is made up with some younger people just getting 
started in their business, those of us who’ve all the mistakes at least 
once can really help them.  
 
These younger people will kick start the older members, getting the 
fired up again.  
 
The last decade has been revolutionary when it comes to the 
availably of inexpensive technologies, something the younger 
people know more about than the senior generation does.  
 
They are in a position to mentor people their father’s age, providing 
the honest answers they need, but don’t think they’ll get from their 
vendors.   
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Are you getting more ideas of the sort of folks you’d like to be in a 
peer group with? 
 
Write down a dozen of them here, you’ll have to invite 2 to get one. 
 

1. ______________________ 
2. ______________________ 
3. ______________________ 
4. ______________________ 
5. ______________________ 
6. ______________________ 
7. ______________________ 
8. ______________________ 
9. ______________________ 
10. ______________________ 
11. ______________________ 
12. ______________________ 

 
The first one is the most important one, since they will set the tone 
for the rest. And it often happens that the first one knows some 
folks you don’t know and between the two of you the remaining 
four quickly appear.  
  
Professional advisors 
No, I am not going to suggest that you have a member of your peer 
group who is a professional service provider. No members who are 
lawyers, accountants, life insurance agents, coaches, consultants 
etc. 
 
That is unless that is everyone’s profession. Remember, I said that 
the most effective groups I have ever seen are those made up of 
people in the same industry, so if you are in the insurance business 
form a group of fellow agents and you’ll all be more successful. 
 
But if your group is made up of business owners like you is, say, 
the upholstery business, don’t have a member who’s an accountant. 
 
On the other hand, invite that accountant to come to your group as a 
guest presenter.  
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Let’s say that you’ve heard of an accountant who works only with 
people in the upholstery business. Your meetings are held over the 
phone so it doesn’t matter that the accountant lives 500 miles away.  
 
He or she can be on the call just as easily as any of the other 
members. 
 
You plan in advance, maybe collecting and sending along selected 
questions in advance. Questions, the answers to which are 
important to you, but that you are not quite ready to ask your 
accountant. 
 
The day and time of the peer group call comes and the accountant 
answers everyone’s questions and provides additional insights of 
value to everyone (remember you are all in the upholstery business) 
and it was 100% free. 
 
Why would the high priced accountant do this? Because they’re 
looking for new business just like everybody else!  
 
And if they really do specialize with people in your industry, they 
will jump at the chance to model their best services in front of a 
half-dozen of their ideal prospects.   
 
When you get to the discussion of the co-created agenda process in 
Chapter 7, you’ll see just how you can make well-qualified 
professionals as guests part of your ongoing meeting strategy. 
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Chapter 4:  The Interactive Group Process 
If you’re like me you are continually trying to puzzle out what 
works in a given situation or application.  
 
Then when you find that someone else has done so as well you see 
what’s relevant about the way they’re doing it and make it part of 
your solution too. 
 
A few months ago I found just such a resource, sort of, a book 
entitled How To Make Meetings Work, by Michael Doyle and 
David Straus.  
 
The book was first published in 1973 after much research into the 
process that guaranteed successful meetings. The copy I bought on 
Amazon.com was the 1993 edition – updated with even more 
results. 
 
I said, sort of, because How To Make Meetings Work deals almost 
exclusively with face-to-face meetings, but the principles are those 
that I had been using in my over the phone peer group calls. 
 
I sincerely urge you to buy a copy of their excellent work for 
several reasons, not the least of which is that what you’ll pick up 
will help make your peer groups more effective – but also because 
all those hours you will be spending in meetings in the future will 
be far more productive.  
 
When I began developing the 21st Century Peer Group model, it 
was trial and error from the very beginning. I knew the principle 
worked because Napoleon Hill had said so and because I had been 
in traditional face-to-face peer groups for years. 
 
In the traditional group meeting, when someone begins to take over 
and do all the talking, a stern look or caustic comment will get them 
to sit back and let others talk.  
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This isn’t possible in a virtual environment where one person can 
so dominate the call that the rest of us tune out and eventually drop 
out. 
 
That’s not to say there’s anything wrong with the dominant person, 
they are generally unaware of their effect on others. It’s really a 
function of meeting facilitation.  
 
Someone must be in charge of the agenda for that call. 
 
When meeting face-to-face, most groups rotate the location from 
one person’s office to the next. The host takes care of the details 
and performs the function of leader.  
 
How could this be translated into 21st Century where the meetings 
are being held over the phone?  
 
How could all the chores of the host be handled in an over the 
phone process? 
 
When meeting on the phone, in my experience at least, effective 
groups have about 99% participation – on time every time.  
 
Nevertheless, when people are missing, two things occur. Their 
input is absent and they are likely to lose the train of thought of the 
meeting that took place in their absence. 
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The mechanics 
This is the heart of what makes the 21st Century Peer Group process 
possible. 
 
www.FreeConference.com is one of the many services around 
these days that allow everyone to set up our fee conference calls.  
 
These services are called bridge lines, where everyone calls a single 
number, enters a pre-assigned code and is connected in a private 
crystal clear conference room. 
 
They and the other providers are equipped to record the call if you 
wish. Each charges a few bucks for the recording service, but if a 
member is going to miss the call or if you have a special guest 
presenting information of value, this might be important to you.  
 
And it can be set up with relatively short notice. 
 
Each caller pays their own long distance charges, which, unless you 
have unlimited long distance services, average $4 an hour.  
 
It just doesn’t get any cheaper than that. 
 
www.groups.yahoo.com is the second most important element of 
the process. By the way, Google.com has a similar service, it’s your 
choice – they both seem to have the same features. 
 
I’m not going to take you step by step through the sign up process 
since it would take longer to read my instructions that to actually 
set up your group.  
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In a nutshell, here are some ways that we are using our peer group’s 
Yahoo group: 
 

· Each member signs up and opts to receive the email 
messages sent by the other members. That way one email 
gets to everybody keeping each person in the loop. 

· You can schedule your upcoming meetings (date/time) on the 
group’s calendar, which allows the system to send reminder 
emails before the calls.  

· In the files area you can post the MP3 files from your 
recorded meetings as well as other documents of value to 
everyone in the group. 

 
You will be able to add links to web sites, post the name of the 
upcoming group facilitator, special information about guest 
speakers – all sorts of things. 
 
Once you set up your Yahoo (Google) group and begin to use it, 
you will see how it is indispensable to the maintenance and 
effectiveness of your peer group.  
 
Setting the agenda will be covered in the resources area (Chapter 
7), where I will provide you with some sample agendas for your 
consideration.  
 
It is important to note that my way of developing an agenda and 
how our meetings work is the right way for us. 
 
In my interviews with almost 100 business owners, I think there 
were almost as many formats as there were groups.  
 
The right format is the one that works for your group in keeping the 
conversation focused, the group engaged, and value received 
consistently by everyone.  
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Enhancing everyone’s capabilities 
The key element of the Interaction Method (which you’ll learn 
more about in the book, How To Make Meetings Work) is that 
everyone shares the roles and the load equally. 
 
The result is that an actual peer group is created, not Pat’s group, 
Kyle’s group, or Wayne’s group – which is vital for the process to 
maximize its relevance to everyone over the long haul.  
 
As I said before, I know of groups that have been together for 
almost 15 years and that just won’t happen unless co-ownership is 
established right from the beginning. 
 
Our strategy is to assign roles to one another so that everyone takes 
individual responsibility for one role or another on each call.  
 
We agree on the roles well in advance and post them on our Yahoo 
group. 
 
If for any reason someone can’t fulfill their role, it is their 
responsibility to get one of the others of us to handle it well in 
advance of the meeting.  
 
You can see here just how valuable the Yahoo group email can be. 
 
We keep it simple. One of us is the facilitator and another is the 
timekeeper.  
 
The facilitator, in addition to running the call, is also the “master of 
ceremonies” so to speak. 
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If someone wants the call recorded, it’s their responsibility to let 
the meeting facilitator know far enough in advance so they can 
arrange for it with the conference call service, or do it themselves if 
that’s something they can do. 
 
If there is s guest speaker, it is the responsibility of the person who 
invited them to make sure the facilitator knows about it in advance, 
so they can arrange the recording and so they have a chance to 
modify the agenda before the call. 
 
During the call, the facilitator is generally invisible unless they 
need to interject themselves in the dialogue to keep the call focused 
and moving forward. 
 
The role of the facilitator can be intense and time consuming, that’s 
why we rotate it with a different person on every call.  
 
Those of you who like facilitating will take over the entire group; 
and the rest of us will sit back and let you do so – until we get tired 
of you – and then we’ll quit because we never learned how to 
facilitate the meeting ourselves.  
 
That is not the outcome anyone is after. So, like it or not, 
everybody gets to put on the facilitator’s hat in rotation. 
 
The timekeeper is a simple but critical role. As the meeting moves 
along you will watch the clock and announce when it’s time for the 
next member to participate.  
 
This will be clearer when you look at an actual agenda layout. 
 
Each of us has a little bell or something to signal times up. I use 
one of those Staples Easy Buttons, which is both effective and 
humorous – making the point without being pushy.  
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Facilitation: professional, semi-professional, or volunteer? 
 
Professional peer group facilitation is without a doubt the most 
efficient alternative.  
 
The professional facilitator and their staff will arrange everything. 
All you and your fellow members will have to do is show up on 
time for the call.  
 
When you combine the time efficiencies of the virtual meeting 
environment and the professional facilitator’s presence, this 
“turnkey” process is perfect!  
 
For a glimpse at the professionally facilitated process, receive a free 
report and free access to both live and recorded conference calls 
and interviews, visit www.StrategicConversations.biz and sign up 
to receive their free email update and announcements of upcoming 
events. 
 
Semi-professional peer group facilitation may be more in line 
with your budget and with the “learning/doing/teaching” strategy of 
a DIY process.  
 
With this approach, one or more of the members of the group 
becomes trained in the art and science of facilitating virtual groups 
and meetings.  
 
This can be very helpful to the group and the cost is minimal.  
 
Last fall I participated in the facilitating at a distance teleclass. The 
time and the small amount of the investment were well worth it. As 
I told the organizer, Steve Davis, “the resources alone were worth 
the price of admission”. 
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Volunteer facilitation  is the final option – learning the process on 
the fly. This is the starting place for everyone, which may end up 
being the perfect way for you and your group.  
 
From what I’ve observed every group takes a different tack, 
gradually getting better - learning more and in some cases deciding 
that the professionally facilitated solution is right for them. 
 
In any case, you’ll be fine with just the normal social skills you and 
your fellow members already have.  
 
There are no new techniques to learn in order to have a successful 
experience. 
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Chapter 5:  How Your Employees Can Use The Process 
The cost in time and money often causes business owners to draw 
the line when it comes to offering this vital experience, to the 
higher echelons of the company. 
 
By now you’ve seen that there are no direct or variable costs 
associated with the 21st Century Peer Group process – so there’s no 
reason not to include every member of your organization in the 
process, other than the hour and one half twice a month that they’ll 
spend on the phone. 
 
Just consider the benefits. They will bring new and valuable 
insights to their specific functions that will make them more 
effective and they will introduce new ideas from their 
contemporaries.  
 
Here are three of the many ways that peer group participation by 
your employees across the board will accrue to everyone’s benefit. 
 
Competitive intelligence gathering 
Many business owners and senior level managers are under the 
mistaken impression that knowledge is for them to have and for 
them to pass down to the troops.  
 
In so many ways they have it upside down. 
 
While the owners and managers are thinking deep thoughts, 
strategizing, attending retreats and conferences – the people on the 
shop floor can more directly impact the organization’s profitability 
far more quickly. 
 
Competitive information that can add profit to your bottom line is 
not universally available to everyone at the same time. 
 
Isn’t that why you attend trade association meeting – to pick up 
trends and techniques before it’s too late to take advantage of them?  
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If you are not already doing so, wouldn’t it be a smart move for 
your company if you took your key managers and supervisors to the 
next association event?  
 
They would have access to programs with their peers, learning 
about the best practices in their departments. Before, during and 
after these programs, they would have the opportunity to connect 
with their counterparts in companies like yours that are located 
elsewhere and are not your competitors. 
 
Then, using the simple 21st Century Peer Group process, they could 
regularly connect with them after everyone returns home, meeting 
month in and month out – to leverage their productive relationships 
that were created or expanded at the event. 
 
Imagine the possible benefits for your company if you took just 3 
managers/supervisors with you and they each connected with their 
peers and began meeting regularly. 
 
There would be 18 people with their ears to the ground across the 
country or around the world, creating competitive advantages for 
one and all in their individual battles with competition!  
 
Team building 
If yours is a large company with multiple locations, facilities 
geographically dispersed around the country – even globally, you 
can use the 21st Century Peer Group process to connect employees 
together in teams, where the enterprise benefits from the input of 
them all.  
 
One such company I’m familiar with in the financial services 
industry encourages its sales representatives to form peer groups 
with other agents specializing in the same niche markets. 
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The result is that individuals learn what’s working and what’s not 
from people just like them, selling the same products in the same 
market – but who, because of their different locations, are not in 
competition with one another. 
 
On the other hand, in your particular situation, maybe it would be 
more effective if your “teams” were comprised of individuals from 
other companies.   
 
Another example, let’s say one of your production supervisors runs 
into a fellow production supervisor during an afternoon breakout 
session at your industry association meeting. 
 
Your employee’s friend mentions a process they’re using that 
shaves 10% off the time it takes for a certain function to be 
performed, something that will add 3% net profit to your 
organization’s bottom line.  
 
What would that be worth to you? 
 
Now let’s say your production supervisor and five others from 
companies in your industry get together regularly via strategic 
conversations in the form of a peer group. 
 
These continual systematic injections of wisdom will add more 
money to the bottom line than almost any other activity your 
employees can be a part of!   
 
Employee/manager development 
Here is a simple way to leverage the leadership and management 
training in which you and your employees are currently 
participating. 
 
While they are participating in the programs already in place, 
leverage and extend the life of the learning process by encouraging 
your participating employees to team up with their peers from the 
sessions and continue as a peer group. 
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Chapter 6:  Frequently Asked Questions 
 
Periodic email announcements 
When you purchased this report, you also opted in to my periodic 
email announcement series. By now you’ve started receiving them. 
 
They will continue every seven days with tips, tools, strategies, and 
techniques that will help you enhance your capacity for developing 
your 21st Century Peer Group process and growing your business. 
 
You can opt out at any time, but you will not receive the additional 
resources I plan to send. 
 
Resell this report for 100% commission 
I want to get this report in the hands of more people than I am ever 
likely to come across. So much so, I will give you all the money for 
any report you sell. 
 
All you have to do is paste your PayPal email address into the link 
below. When anyone clicks the link and buys the report, you get 
paid immediately - instantly deposited into your PayPal account. 
 
http://www.21stCenturyPeerGroups.com/?e=YourPayPal@EmailAddress.com 
 
 
How to contact me 
I created this report to help individuals like you leverage the power of 
your current and future relationships.  
 
If there is any way that I can help you realize your objectives, don’t 
hesitate to contact me directly. 
 
Via email: wmessick@iBizResources.com 
Telephone: 212-501-4912 
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Chapter 7:  Forms and Resources 
 
Sample agenda layout 
Here’s an agenda that has proven for over a decade that it works, 
it’s sustainable by the group, and focused toward action.  
 
First , your group sets a day/evening and time for the meetings. 
This should not vary, mark it down and make it an important date. 
Do not let anything stand in the way of your meetings. 
 
Second, decide on the length of each meeting. If there are six of 
you, the proven optimal number, 90 minutes twice a month is the 
most effective. 

Set up your conference call via www.FreeConference.com or 
one of the similar companies who offer free access and 
inexpensive audio recordings if you wish. 

 
Third, be sure to establish your Yahoo group, invite everybody to 
join and use as many of its automatic features as possible (meeting 
reminders, links to your own resources, audio files etc.) 
 
Fourth, begin the meeting with introductions managed by that 
meeting’s leader/facilitator.  

Here’s a tip – when starting the call, take out a sheet of paper 
and draw a circle on it. As each person checks in, add him or 
her to the “seats” around the table. This will provide a visual 
cue that will make the process more real. 

 
If you’re the leader, you simply start with one person and 
move around the “table” just like you would if you were in 
the same room. 
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Fifth, here’s where the important role of the timekeeper comes in. 
The leader takes the meeting around the table, with each person 
having 10 minutes followed by 5 minutes of follow up Q& A. It is 
the timekeeper’s responsibility to announce the end of each 
person’s time and to call time again when the five minute Q&A is 
over. 
 
With 15 minutes dedicated to each person and 6 people on the call, 
you’ll burn right through the 90 minutes. 
 
NOTE: It’s not required that you limit the calls to 90 minutes but 
from experience I’ll tell you this works – because it makes you ask 
laser like questions, keep the small talk to a minimum, and with the 
timekeeper’s help get everything done! 
 
Also, whatever the agreed upon time, stop the call when that time is 
up. I cannot be clearer because just like with face-to-face meetings, 
if they consistently go over time, people will eventually drop out! 
 
Sixth, how does each person use his or her 10 minutes? The most 
effective way is to spend 2-3 minutes briefly bringing everyone up 
to date regarding what they had committed to do at the previous 
meeting, before today. 
 
That leaves 7-8 minutes to talk about new business, what’s 
important to them right now, something that is problematic, some 
opportunity that’s just been discovered. 
 
This will be hard work, the timekeeper and the facilitator/leader 
will have their work cut out for them to keep everyone on schedule 
and everyone included. 
 
Nevertheless, the discipline required will be worth the effort.  
Whatever you do, even if someone gets left out – make it that 
week’s leader – do not go over your allotted time slot! 
 
Force the progress and it will happen over time. 
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Facilitator/leader: 
While the timekeeper rings the bell, it will be up to you to help the 
shy and reticent participate and rein in those who have loose lips. 
 
Needless to say you’ll have to be firm, but kind – you’ll be held 
accountable by someone else at the next meeting. 
 
Over time I will email you some of the tips I’ve used personally to 
become a more effective virtual meeting facilitator.  
 
I strongly suggest that each person, if possible, take it upon himself 
or herself to learn more about the art and science of virtual meeting 
facilitation! 
 
Emergency! 
From time to time we all have something come up that is 
dominating our thinking and something for which we desperately 
need to input of advocates. 
 
If this happens, it’s important to note that it’s perfectly fine, if 
everyone agrees, to set aside tonight’s agenda and focus the entire 
90 minutes helping your fellow member gain perspective around 
this matter. 
 
You might choose to add another meeting to replace the one whose 
agenda was postponed, but in my experience this is unnecessary 
and gets you out of your rotation. 
 
Remember your peer group is in a marathon not a sprint – stay 
focused but be flexible!  
 
Resources! 
There will be a series of additional resources, such as a PDF 
document containing questions facilitators ask, telephone etiquette 
for effective peer groups, etc. Stay in the loop and you’ll receive 
them.   
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Assignments, Notes, Follow up: 
Toward the very conclusion of the meeting, the leader/facilitator 
reminds everyone who’s on deck as facilitator and timekeeper next 
time. 
 
Each member leaves with at least one action step to carry out and if 
the group chooses to maximize their Yahoo group, these action 
steps can be posted there for each member to see. 
 
You could assign a third role for each meeting, the recorder, who 
will take notes and post them on the Yahoo group. This would also 
be a rotating position. 
 
Most groups elect to hold each member accountable for their own 
notes, recording the results of their assignments etc.  
 
This equally shares the commitment, the accountability, and the 
responsibility – so everyone grows together.  
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Recommended Books:  
Books are excellent tools for keeping your agenda focused. You 
can have different members read and review different books as 
their assignments. This is another way the members leverage their 
reach. 
 
How To Make Meetings Work, the interaction method 
 
Simplified Strategic Planning 
 
Strategic Planning For The Family Business 
 
Keeping The Family Business Healthy 
 
Managing For The Long Run 
 
Because you’ll be covering many business issues, here is access to 
the online interactive edition of Doing It Right, realizing your 
company’s potential (http://www.doing-it-right.biz/ ), that we 
published a year or so ago. 
 
This consultant-in-print is specifically organized for peer groups, 
where you can take each of its 10 sections and spend months 
moving from strategy, to implementation on Main Street, to the 
tools you can use to achieve success. 
 
Sales and sales training are also key subjects for peer groups!  
 
High Probability Selling is the best sales process training I’ve ever 
seen. If you use the link about Jacques Werth, the book’s and the 
sales training course’s author and creator will allow you to read the 
first four chapters for free! 
http://www.ibizresources.com/SalesTraining.html 
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Additional Valuable Resources: 
 
Strategic Conversations 
Will help you formalize the process of strategic interactions to 
leverage group dynamics among a selected group of your peers – 
with the help of an experienced coach/facilitator to get you started. 
http://www.strategicconversations.biz/ 
 
Leadership University 
Developmental coaching taught by one of the founders of the 
procession. Professional development systems for individuals and 
organizations! This is a must skill set for 21st century leaders. 
http://www.ibizresources.com/LeadU.html 
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This class is for those of you wanting to offer a teleclass but don't 
feel you have all the skills and knowledge you need to do so, or for 
managers working with distributed teams that require you to 
facilitate virtual meetings. These resources are available live at 
various times during the year and via audio recording MP3. 
http://www.ibizresources.com/facilitator_teleclasses.html 
 
 
 
 
 
 


