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Who will read this book?

Marriage, Inc. - Seven Strategies for Managing the Business of Marriage is written for couples of any age and any income level although it will be most heartily embraced by white collar professionals. The book is based on seven basic business principles that are used every day in corporate America. , and these principles will be familiar to most adults who've worked at any level in the corporate world.  

How is the book organized? 

While the concept of using business principles to manage a marriage may sound dry and impersonal, the writing style is upbeat, casual and humorous. Each chapter focuses on one of the seven principles below, and includes examples, scenarios and suggestions for applying the principle to various marital issues. These principles can be used to tackle a limitless range of topics, including child rearing, money management, vacation planning, scheduling, household chores, socializing, communication and relationship issues:

1. Visions & Values

2. Strategic Planning

3. Defining Job Descriptions

4. Project Management

5. Financial Planning

6. Performance Review

7. Managing Change

Each chapter is named after one of these concepts.

Why Will it Sell?

An Amazon search for books relating to the word "marriage" shows more than 400,000 results. Yet our research has not turned up any book that uses specific business strategies that can be used as formulas for addressing marital issues (please see "Comparative Analysis" at the end of this proposal).


In view of today's economy, the high divorce rate and the instability of many American families, the information in this book has the potential to help couples that need a radical new approach for expressing and meeting their emotional, financial and social needs. The book provides a unique and powerful  way to look at marital conflict and household management, while offering practical, tangible techniques for decision-making, communication and conflict resolution. 

Sample Chapter

Introduction

My husband and I never fight about money.  


Certainly we’ve had our share of disputes over classic marital issues like housework, in-laws and child rearing, but money, for us, is relatively easy. In fact so are most of our negotiations about who’s going to wash the dinner dishes or whose turn it is to get up at night with the baby.  


I assure you that we’re not one of those annoying couples that purports to have a perfect relationship, nor do we claim to have the key for unlocking the mysteries of marital bliss. We’re actually quite average; I can get grumpy after a stressful day at the office, and Keith has been known to ask me the same question 20 times before he actually listens to the answer. We’re just like any other couple but with one exception... In  our14 years together we’ve learned to operate effectively as a team by using strategies from the business world. Although we do not have all the answers, we do  want to share a few of these strategies with you because they’ve been incredibly helpful to us not only in money matters, but also in the management of our household and our personal relationship.  

 
People often say that marriage is work, which sounds infinitely unappealing. Work is what you do to earn money, and most of us do not want our home lives to reflect the stress, bureaucracy and politics often present in our professional lives. In fact, most of us would probably prefer to be self-employed and make our own rules. But here’s a stunning piece of information… you already do own a business, and you already are making your own rules. That business is your marriage. It is the first entrepreneurial venture you and your partner have launched as a team. 


I realize that there’s nothing romantic about characterizing your marriage as a business. Marriage is a sacred union. Your love and commitment is profound and it touches the very depth of your being. But the legal and financial entanglements of a government-recorded, licensed marriage are strictly material. So are the day-to-day tasks of running a household, managing money, raising children and making lifestyle choices. This book was created to help you learn some techniques for blending the material and the emotional in a way that will create harmony for your relationship and your bottom line.  


As a Six Sigma black belt
 for General Electric, I’ve supervised projects that increased productivity and saved the company millions of dollars. As I honed my skills in this area, I began to discover that there are many parallels between running a business and running a marriage. For example, most of the work in a company is performed by a full-time staff, but some of it is outsourced. Similarly, in a family, you might hire someone to clean the house or tutor the children. A company hires people to fill specific roles according to their abilities, and in a relationship this is also true (if you have great organizational skills and he doesn’t, then it makes sense for you to be in charge of social scheduling). Businesses have to prepare for the future with a long-term outlook and so do successful marriages. 


There are countless principles and models from the business world that can be applied to the management of a successful marriage. In organizing this book, I've focused on seven of those principles: Visions & Values, Strategic Planning, Financial Planning, Defining Job Descriptions, Project Management, Performance Review and Managing Change. Each chapter of this book is dedicated to one of those principles, and in each chapter you'll find scenarios, suggestions and recommendations for addressing marital and household issues within those categories. For example, what we commonly refer to as “project management” in the business world matches up beautifully with the management of major undertakings in a marriage, addressing everything from buying a house to planning a vacation. In the workplace, employees have specific “job descriptions,” and in the home, these job descriptions come into play when you determine who’s in charge of car maintenance and who’s primarily responsible for pet  

Everyday millions of Americans go to work at large and small companies , and while on those jobs they develop the skills to deal with conflict, unpredictable events, upheaval, drama, competition, personality clashes, deadlines and stress. The workplace -- whether it’s a corner office on Wall Street or a home office in your bedroom  -- also teaches us how to strategize, manage resources& inventory, think outside the box, make decisions and communicate effectively. 


These are exactly the same skills required to manage daily life in a family. The abilities we master in the workplace are even more important in the home.  As you make your way through this book, you may find that that you are already using these abilities at work, and now it's just a matter of transferring them to the home front. Working closely on a daily basis with a group of people who have different talents, opinions, goals, intentions and personalities is no different than living with such a group. And that group can include your spouse, children, roommates, pets, parents and even long-term houseguests.


It is commonly believed that 50% of all American marriages end in divorce, though this figure is not accurate because the calculation methods are less-than-scientific.
  Although it is impossible to pinpoint the primary reasons for divorce across the board, most research shows that communication is at the top of the list, followed closely by financial problems and sexual issues.
  While the techniques outlined in this book can’t address all of those concerns, we feel confident that these strategies can make an enormous difference in how you and the members of your household approach conflict resolution, communication and decision-making.


Using household chores as an example, recent figures from the University of Wisconsin’s National Survey of Families and Households
  show that the average wife does 31 hours of housework a week while the average husband does 14. Her housework hours are considerably higher if she is a stay-at-home wife and he is the sole breadwinner, but even when both partners have full-time paying jobs, the wife averages 28 hours of housework compared to the husband’s  16. 


But it's not always lopsided in favor of men. There are more men than you might imagine who struggle with a mirror image of what women experience. Society approves of women who opt out of the workforce to stay home with their children but has very little for respect for a man who makes such a choice. Among the couples with whom I've spoken, many men would love to take paternity leave when their children are born, but they don't because it would be frowned upon by their corporate powers-that-be and might compromise their standing in their companies.



The division of labor doesn't seem to have changed much since Arlie Hochschild’s 1989 breakthrough book The Second Shift shined a revealing light on the lopsided division of labor in American households. But I’d like to suggest that this doesn’t have to be the case if couples could follow a few simple rules and strategies that have worked in the American business world for decades. Negotiations about household chores can be handled the same way negotiations about million-dollar mergers are handled. In the end, a balanced agreement can be made that will be satisfactory to all parties involved, and you can always come back and renegotiate if the agreement isn't working. 


In our research for this book we spoke with hundreds of couples about their money and household management methods. I was impressed by some, horrified by others, and enlightened by most. I talked with two-income couples who split every expense -- down to the $12.00 monthly trash collection bill -- right down the middle, and paid each bill with two separate checks from their individual checking accounts.. On the opposite end of the spectrum I met couples in which only one partner was employed and made enough money to support the family. In the traditional manner of our grandparents' generation, he gave every paycheck to his wife and money management was her exclusive responsibility. I also spoke to couples that make child care the exclusive domain of the work-at-home dad, while mom earns a bigger paycheck outside the home.



There are as many different arrangements as there are couples, and when you scratch the surface of these relationships, it’s not difficult to see that most of these arrangements are unsatisfactory to both parties yet neither has a clue about how to improve the situation. 


Within these pages, I have given you many clues. If you've been exposed to the business world at all, whether you're an executive assistant or an executive, you're already familiar with these concepts. Now it's just a matter of using them on a regular basis at home, sitting down at the negotiating table with your partner, and getting down to the business of marriage.

Sample Chapter 


Chapter One 
The Merger: Your First Joint Venture


Once you’ve decided to merge your hearts, your lives, your families and your finances, you've taken the first step toward a lifetime of collaboration. As a newly-merged entity, planning a wedding (or planning to move in together) represents the first major project you’ll take on as a couple. In this chapter I've used wedding planning as a model to illustrate the ways in which couples can work as a team when faced with a detailed, daunting organizational challenge. Since a wedding is often the first major planning project a couple manages as a team, it's perfect for explaining each of the seven strategies for managing your marriage like a business. Even if you've never planned a wedding or if your wedding was 30 years ago, this example still works to illustrate the planning process for any major event or activity. So I hereby welcome you to your first joint venture. Your next one might be buying a house, moving across the country, or having your first child. 


Prior to any corporate merger a company performs a process called "due diligence."  This is a process of exposure and discovery in which one party investigates another to determine if there are enough synergies and complements to create a suitable match. This process is painstaking and involves evaluating the potential for blending the two cultures, two sets of values, and the unique visions of each entity.  Sometimes these matches are a resounding success, like the merger of AT&T and Cingular. At other times mergers can spell disaster, as in the case of Sprint and Nextel.


While you may not be a corporate mogul, you probably experienced something similar to the process of due diligence when you fell in love and decided to spend your lives together. Now that the due diligence is done and a merger is in the works, planning a wedding is an excellent example of how to use the principles outlined in this book.  With the understanding that not all couples have weddings, I'm using a wedding to illustrate how project planning in your personal life relates to project planning in the business world using these seven principles:.
1. Visions & Values - What's important?

2. Strategic Planning - What are the goals?

3. Financial Planning - How much will we pay to realize our goals?

4. Defining Job Descriptions  - Who does what?

5. Project Management  - How do we achieve our goals?

6. Performance Review  - How are we doing?

7. Managing Change  - What if things don't go as planned?

When launching any project, whether it’s buying a billion dollar company or choosing a wedding gown, these principles are tried and true.  

1. Visions & Values


During the process of due diligence, companies identify the unique visions and values of each entity to see if they'll work well together in terms of goals, motivations, style, culture, ethics, behaviors and other criteria.  If you're ready to set up house together it's assumed that you've already established an acceptable blend of these elements, but the process begins anew when planning a wedding.


Each of you brings a unique set of expectations, ideas and motivations to this project. For example, one of you may want a big, formal wedding because it fulfills a fantasy you've had since childhood, while the other wants to elope because he/she doesn't like to be the center of attention. Other motivating factors might include the desire to impress friends and family with a reception menu prepared by Wolfgang Puck, acquiring expensive wedding presents, following religious or cultural traditions, or succumbing to pressure from your mother to have the wedding she's always wanted for you to have. 


The first step in planning a wedding involves establishing your common visions and values, and the way to begin is by defining your "non-negotiables." 


In the business world, the term “non-negotiable” refers to a price or an agreement which is firmly established and cannot be adjusted. For example, a big company may buy a smaller company, and the bigger company wants the right to select the leadership team for the smaller company. This is a non-negotiable term of the contract. If the smaller company doesn’t agree, there’s no deal. Another example a little closer to home would be renting an apartment. The lease says that no pets are allowed. You can beg, plead and bribe, but the landlord is adamant about this point. It is not negotiable.  

One of the goals that my husband Keith and I shared in planning our wedding was for our guests to have a lot of fun at the reception. This may seem pretty straightforward, but it required some tough discussions with my parents since one of our requirements was to include alcohol. My family is comprised of conservative Christians were not too pleased with the idea of having the devil’s nectar at the celebration of our covenant with God (I wasn’t even allowed to listen to secular music growing up). Yet this was something important to Keith and me, so we stood our ground. This item was not negotiable.


Compare that to a conversation I had with Keith’s mom Doris about wedding invitations. One of our non-negotiables was to stay within our budget, so I decided to make our wedding invitations. Doris was afraid that the quality would be substandard and offered to pay for the invitations herself. Being human (and confident in my artistic abilities), I initially wanted to push back and do them myself, but then I reflected on our non-negotiables. Invitations were not included on that list. If accepting Doris’ offer wasn’t going to affect the budget, then what was the harm in allowing her to pay for invitations? Instead of creating more work and stress for myself, I agreed to the deal and moved on to more important issues. If Keith and I hadn’t predetermined the things that were most important to us, I could have wasted countless hours arguing over invitations and other items that had little importance in the grand scheme of things.


In another example, when Lynn and Richard got married they wanted a tiny, intimate ceremony in a secluded outdoor setting. They were so committed to having a meaningful, private ceremony that they invited only their four closest friends and didn’t even tell their families until after they were married. They did this because intimacy and privacy were non-negotiable items. They knew if the families got involved the wedding would have turned into a three-ring circus.

2. Strategic Planning  


Once you’ve agreed on your non-negotiables, you can begin creating a strategy for your wedding day and the weeks or months leading up to it. In the business world this is often referred to as looking at something from the "10,000-foot level” because you're viewing it broadly, looking at the overall picture rather than the minutia. 


Start with the basics…what kind of wedding do you want (small, large, religious, secular)? Will it be in the daytime or the evening?  Outdoors or indoors? Just the broad strokes for now. The visions & values we discussed earlier determine what your preferences are, and now Strategic Planning will show you how to get there.  Using a business world example, the marketing strategy for Southwest Airlines is very clear; they're all about being low cost and no frills. They operate out of smaller cities to achieve this goal and it's been very successful for them. By contrast, American Airlines focuses on the business traveler and offers a higher level of service and a wide range of major destinations. In another example, some large, prestigious brokerage firms might want to appear more "mom and pop" in order to attract the everyday investor, so they might choose to operate out of small suburban offices rather than high rises in Manhattan. These are all strategies. Strategy considers your values and then translates them into overarching goals. 


Moving beyond the wedding example, as a couple, a short-term strategy for the year might include everything from whether you’re having children to whether or not you should let you brother-in-law move in with you. A long-term strategy addresses long-term questions, like whether you both want to work full-time to acquire financial security even if it means your children will be cared for by a nanny vs. living on only one income so one of you can stay home with the kids. See how this relates to visions & values?
3. Financial Planning


In planning your wedding, did you argue about money with each other or possibly with family members? Chances are you did. Conflict is inevitable when dealing with any major expenditure, and a wedding -- with all its emotional content and accompanying stress -- is an ideal breeding ground for financial disputes.  


Before tackling money issues, return to step one and review your non-negotiables. These items are your priorities and they should be the first to receive funding. If there's an argument about how much to spend on party favors vs. catering, refer to those priorities and remind yourself to spend according to your visions & values. What's critical and what's flexible? 


If your vision is to create a dazzling spectacle that will communicate affluence and status, then you probably won't balk about buying the best champagne to accompany the filet mignon and caviar. But if a reverential Buddhist ceremony is the most important element of your wedding, you might be willing to fly in the Dalai Lama for the day. 


Everything related to money, regardless of what you're purchasing, depends on your values. Do you save money for a year to pay for a big wedding (or a big screen tv or a down payment on a house), or do you put it on a credit card?  If long-term security is a value of yours, then you'll be more likely to save up for a big expense rather than charge it. If you're the instant gratification type, you'll put the whole thing on a credit card and worry about paying for it later. 


Financial planning is not the same as budgeting. It's more like a system for setting parameters based on your overall goals and your non-negotiables. A financial plan gives you a roadmap of possible trade-offs and options and helps you evaluate the various outcomes each option might produce. Of course things will inevitably be shuffled around, but establishing a financial plan keeps you from having to fight over every little item. 


Although a budget is necessary as a framework, even in large companies budgets are merely guidelines and they're always flexible. Budgets are not set in stone, and like everything else, the trade-offs you choose will always hearken back to your visions & values which are at the core of everything across the board. Successful businesses are very clear about this but couples are not, so this is one of the most important lessons couples can learn from business paradigms and practices..  When couples grow apart, it's usually because their visions & values no longer synch up compatibly, yet change is necessary or the business/marriage will collapse. A company like Arm and Hammer that sold baking soda for decades had to change its vision in order to stay in business, as did GM when it tried to sell conservative cars to younger consumers with the slogan "This is Not Your Father's Oldsmobile." Vision is at the root of all these changes. It's at the root of survival, for a company or for a couple.


The trick is to always start by defining the non-negotiables. In business, you may have an approved budget and then discover that an important member of your team is leaving for another job.  You’ve already budgeted for the position based on her salary, but the best candidate to replace her commands a higher figure. If your value system dictates that having the best possible talent in that role is a priority, then you'll find a way to pay the higher salary. If your value system says that saving money is more important, you'll keep looking until you find someone who will work for the pay you're offering. The decision is made based on knowing what’s important to you.


When businesses do decide to go over budget, they have one of two ways to deal with it… either find more money or take the money from elsewhere in the budget. Using the wedding example, you can also use one of these two options. Finding more money might mean going into debt or having to ask your parents to cough up more funds. Or you can cut back on something else (if you've got limited resources, you don't really need a $7000 wedding dress, do you?). Remember, when thinking about money, don't think it terms of a limited, immovable concept called a "budget." Think of it as a "financial plan," which gives you much greater flexibility.

4. Defining Job Descriptions  


Now that you know what's important to you, what your goals are and how much you’re going to spend to meet them, the next step is to decide who can help you get there. 


In the business world we know that projects are completed most effectively when each person involved has a specific role and a clearly defined set of duties. Rather than micro-managing, the project leaders (bride and groom) must allow the person in charge of each task to have decision-making power for that task. The key here would have been for our next bride, Maureen, to trust her future husband Ken with certain tasks, along with an agreement that she'd have the right to step in if any problems or conflicts arose. 


Ken and Maureen had a large formal wedding with 300 guests. As a busy career-minded couple, the planning details became overwhelming so they wisely decided to delegate as many tasks as possible to family members and close friends. Maureen’s mother, a gourmet cook, was in charge of the menu.  Maureen was comfortable letting her mother make all the decisions in that area because she was confident that her mother would do a good job. 


Ken was in charge of locating and choosing rented tuxedos for himself and his groomsmen. But rather than letting Ken choose the tuxes (working within a pre-determined color scheme and other parameters), fashion-conscious Maureen insisted on having decision-making power about the tuxes even though she’d delegated the task to Ken. Needless to say this made the tuxedo-choosing process much more stressful than it needed to be, and it made Ken feel as if Maureen didn't trust him to make a sound decision.



Statistically speaking, most brides enjoy planning their weddings, and most grooms do not. This is why it makes sense to assign roles and tasks not just according to ability, but according to reality. Your partner may be a genius at communicating with his friends or colleagues, but if you put him in charge of sending out invitations and receiving RSVPs he may flounder helplessly. In the corporate world, a secretary would not be expected to clean the office floors and a janitor would not be expected to keep track of the boss’ appointments. A good HR manager will clearly define roles and expectations so that everybody knows exactly what’s expected of them. Using the wedding model, the roles of partners, parents, bridesmaids and others must be clearly defined. In business, tasks are assigned according to an individual’s capability, and time frames are established for when each of those tasks must be completed. This can apply to planning a wedding, doing the grocery shopping or cleaning out the cat's litter box.


For our wedding, Keith and I each had a list of tasks to perform. Keith’s job was to handle the DJ and the honeymoon, and he had full decision-making authority in that area. He could hire whatever DJ he liked, choose the music and make all the decisions about hotel, flight times, attractions and other details of the honeymoon. My job was to handle everything else. Certainly it was not an equal distribution of labor, but the tasks were assigned according to ability and reality. Keith was studying for the bar at the time and didn't have a minute to spare. In a supportive business environment, a good HR manager will make sure employees assigned based on capacity as well as skill.  

One of the things top-level executives learn early in their careers is how to delegate responsibility. It’s not just a stress reliever… it’s a necessity. Imagine a CEO trying to run a Fortune 500 company all by herself.


 Returning to the wedding model, bridesmaids and groomsmen are there to serve as your attendants. They are there to assist you, acting as your employees for the project, and in that sense they should be selected for their abilities. In choosing a maid of honor or best man (your key employees), be sure they’re up to the task. Will they help you plan and execute the wedding, or will they just stand around waiting for the party to start? Can you count on them to put out fires, act as gatekeepers, run errands and be pillars of support? 


Make sure people are capable of the tasks you give them. Make sure they’re willing to perform those tasks. Be specific about tasks and time frames. Hold your ground.  The key is to establish criteria ahead of time. 

5. Project Management


With so many moving parts, it's easy to feel overwhelmed by the enormity and complexity of this project.  That’s where Project Management comes in.  


Your wedding is your first project as business owners. If you have not worked together before, this project is an opportunity to learn a lot about each other’s styles, values, focus, decision-making ability, organization skills, family dynamics and personality quirks. Emotions can run extremely high, and without proper goal setting, financial planning, division of labor and communication tools, your wedding -- or any other project -- can turn into a logistical nightmare. 


In thinking of your wedding as a business project, it is important to identify the major players. You and your partner are the CEOs of the company. Your bridesmaids and groomsmen are your staff. Your parents -- if they’re paying for the wedding -- are your investors, and as such, they may have the right to some creative control. Your guests can be compared to the company’s customer base or clientele, and the professionals who provide catering, music, photography, etc. are your company’s vendors.


To manage a project like this there are two vitally important requirements… identifying expectations and proactive communication.  One effective tool you can use is to determine if your goals are SMART: 

Specific  
See and state clearly what you want.

Measurable  
Can you expect tangible results?

Actionable  
Can you take action rather than just talking about an idea?

Realistic  
Is it feasible, do-able, and not out-of-reach?  

Timebound  
Know when you want it. Set a date.   


More often than not, when people don’t meet your expectations it's because they weren't clear about what was expected of them. And guess what? The responsibility for this clarity lies squarely on your shoulders. In the wedding example, let's say Aunt Jackie is very artistic and you want her to be involved in the big day.  There’s a big difference between saying “Aunt Jackie, will you help me with my wedding?” and “Aunt Jackie, will you select three options for flower arrangements that match my cream and sage color scheme by Wednesday of next week?" Carrying this example forward into an actual marriage, your husband will be more likely to meet your expectations if you say "Let's take turns cleaning the bathroom on alternate weeks" rather than "I wish you'd take more responsibility for keeping the bathroom clean." 


In order to be clear about our expectations, we not only have to learn to communicate more effectively, we also have to let everyone involved know about the progress of the project on a regular basis. This can be done by scheduling regular meetings, and these meetings can take any form that works for you, from lunch dates and conference calls to walks around the block or slumber parties. 


 Keith and I put together extensive notes for our wedding planning meetings. We met every week to review our progress, share ideas and move items from the "to do" list to the "completed" list.  As things progressed there were plenty of last-minute changes and obstacles, but we had a system for dealing with the unforeseen and unexpected (see Item 7, Managing Change).  

6. Performance Reviews 


During the process, whether the project is a wedding, the purchase of a house, a big vacation or a move to another state, it’s a good idea to periodically  assess how it's working out. Ask yourselves -- and each other -- what your goals were in launching the project and if they've been realized.  You will now have a process for collecting feedback and also some time set aside for reflection at the end of the review.


These processes are part of a business concept called Performance Reviews. In business, these reviews can refer to everything from the performance of an employee  to evaluate whether he/she deserves a raise or promotion, to evaluating vendors, investments and strategies.  


All good businesses take time to reflect and evaluate what’s working and what isn’t, and then take decisive action to make the necessary changes. In the wedding scenario, it's helpful to look back and evaluate how well each of you played your respective roles. Did you do what you committed to do? What went right, what went wrong, and what could have been done better? 


This little exercise is a useful tool for practicing how to carry out performance reviews in your household. But be aware that these reviews should only happen when both of you are in an open, trusting state of mind. It's not an opportunity to bash or to judge each other, nor is it about correcting or diminishing someone's contribution. Performance reviews should balanced, containing an equal measure of compliments and complaints. In the wedding example, if the bride was in charge of locating a venue and she did it far in advance of the agreed-upon deadline, then compliment her good work. If the groom was in charge of hiring a DJ and managed to find the best DJ in New York and get a discount on the fee, praise him for his business savvy. If there is a complaint or conflict, always compliment first, or "stroke before you strike." Instead of saying, "You've been late for every meeting we've scheduled," say instead, "You did such a good negotiating with the caterer. Thank you so much for that. But I also need to tell you that being late for our last three meetings has caused a lot of disruption." 


When you sit down as a couple to review, imagine yourselves as sitting in a boardroom surrounded by business colleagues, and behave accordingly. 

7. Managing Change 


The techniques described above can't guarantee that everything will go perfectly because there will always be random events, either natural or man-made, that can throw a wrench in the works. For us it was a hurricane and our wedding could have been a disaster. I grew up in Florida, so we decided to host our ceremony near Orlando. Although there hadn’t been a hurricane in Central Florida for more than 20 years, Hurricane Charlie swept through the day before our nuptials and left major damage in its wake (nature never negotiates).  In the midst of this catastrophe, our family and friends were taking trains, planes and automobiles into the bad weather despite firm warnings against traveling into the area. We had to improvise with clothing, food, and much of the prep work, and the stress was indescribable. Despite all this our wedding was wonderful, and to this day our friends say it’s the best wedding they’d ever attended.


This is an area where it’s all about flexibility and willingness to change.  When I was at GE, we had a concept called a "workout." In these workouts, a team of managers sequestered themselves in a room and confronted whatever changes they were facing. Sometimes it was a matter of a big customer backing out at the last minute, or a sudden financial shift.  We began by reflecting on our non-negotiables and then started brainstorming with an "anything goes" attitude. These sessions often took several hours, but we were able to come up with solutions and strategies to address the problem.  


In the case of the hurricane wedding, the phone lines weren’t working and we couldn’t get in touch with anyone. The goal had changed from celebrating our love to ensuring people’s safety, and we had to move our egos and expectations out of the way. We sifted through our non-negotiables and found the most important one, which was to get married, with or without a celebration. As long as we had a minister we could achieve our primary objective. Once we realized that, it was much easier to roll with the punches and go with the flow.   


This principle for managing change can apply to any unexpected event, be it a death in the family, loss of a job, or a car breaking down. In a marriage, in a household, in life, nothing can be predicted and nothing is controllable. When everything seems to be falling apart, the only place to go is to your visions & values and your non-negotiables. 


Let's look at one scenario of unexpected change. You land a great job on the other end of town, and you decide to move rather than deal with the miserable two hour commute. You buy a wonderful house, move your family in, get your kids established in school and begin to put down roots in your new community. But a year later your employer decides to move the company to a larger facility in another state. Although you're offered an excellent relocation package and a big raise, your wife doesn't want to leave her high-paying, satisfying job, nor does it make sense to move again so soon. What to do? Can you live on your wife's income while you look for a new position in the same city? How do you decide which of you should give up a job you love?  Could you move out-of-state with your company while your wife and kids stay behind and manage a long-distance relationship?  


Once again, it's all about vision & values. If the school system where you're living is the best in the country and your children's education is your primary value, that's quite a different picture than if career advancement is your priority. If both of you are on a high-level career track and changing jobs would set you back, then your careers have a higher value than your children's education. Is marital togetherness one of your core values? If so, then a dual-residence relationship isn't even on the table for discussion. 


Using the business principles described here, almost any issue can be addressed and resolved rationally and effectively. In my household we run things from a very left-brain perspective using logic, organization and analytical thinking. That may not be workable for all marriages and all personality types, but I'm certain that there are hidden gems in these principles that can work, in some form or another, for everyone.  


In the following chapters we'll explore each of these seven principles in detail.

Sample Chapter

Chapter 2
Strategic Planning and Review: 
Why It Helps to Have a Plan


Every large company has regularly scheduled strategic planning sessions, including non-profit organizations, governments, and the military. Any group or entity that deals with issues of production, acquisition, security, finances and human welfare needs to sit down and talk about its plans for the future periodically, and families are no different. At my house we refer to these sessions as our quarterly summit meetings.


A strategic planning session is dedicated to defining the company’s goals and priorities for the next 1-5 years. While this may seem like something a couple can do in casual conversation while cuddling in bed on Sunday morning or over a glass of Chardonnay on the front porch, in order to be effective the process is far from casual. 


It's imperative to keep a business focused on its core competencies and goals, and these goals are outlined in a company's strategic plan. For example, if you are in the business of manufacturing skis and a multi-million dollar opportunity comes along for you to make ski clothing, it’s easy to get bedazzled by a new venture and invest a lot of money in something that won’t allow you to reach your goals. In this scenario, the company must look at its original vision. If its mission is to provide the ultimate ski experience, then a clothing line could be part of that experience. But if the company's vision is to make the world's best skis, then a clothing line would distract from the goal.


At a strategic planning meeting, the company might decide to table the clothing discussion until further notice, or assign the clothing opportunity to a list of options rated by priority. It might also decide to pursue the opportunity and adjust its mission accordingly. Once a company decides on a strategy, it has quarterly reviews to track the progress toward its decision. Strategic plans don’t have to be set in stone and can leave room for circumstances to change. Like everything else we'll be discussing in this book, it always comes back to vision & values.


Let's look at vision and strategy for a moment using Burger King and McDonalds as examples. Burger King's strategy is to make their meals adaptable so the customer can "have it your way," while McDonalds turns out the identical food items billions of times. These are strategies based on each company's vision. But recently, McDonald's made changes that would appeal to more health-conscious consumers by offering salads, fruit cups and lighter fare. Even though its image is all about sameness and consistency, it created an innovation as a strategy to reach a new market. By contrast, the strategic plan of Subway restaurants was to enter the fast food market as an innovator right out of the gate by offering healthy options in a fast food setting. 

So how does this relate to your marriage and family life?


Years ago, when my husband Keith was still in high school, he was inspired by the G8 Summit
 to have strategic planning and review sessions for himself.  He used the same principle used for all such summits… set a strategy, establish an agenda and come up with action items. His earlier summits were driven by whatever major decision presented itself at the time, such as whether he should go to Florida with his friends to watch baseball spring training or stay home studying for Monday's big exam. But as he got older, his self-evaluation sessions became regular, bi-annual events where he addressed more important topics, such as how he would propose to the woman of his dreams. He organized his agendas into the following categories: 

Mind – Education, knowledge, career 

Body – Health and personal appearance 

Soul – Spiritual development

Vent -  What's irking me 

To give you an idea of the kind of guy Keith is, he had my engagement ring for a year before he proposed.  He'd saved money for the ring for a whole summer and planned to propose in November on our five-year dating anniversary. That's how forward-thinking he is. 


After we got married, we adapted Keith's summit approach to our needs as a couple (and we liked the word "summit" so much that we kept it). We set up a routine for brainstorming within specific categories which are similar to the functions or departments in a business. In the corporate world, the equivalent of Keith's Mind, Body, Soul  and Vent categories might be Marketing, Human Resources, Sales and Finance. We decided to limit ourselves to one or two major goals per category, and we set up a quarterly schedule for our summits. At the end of this chapter is a copy of the agenda for our first meeting.

HOW TO BEGIN


First decide how often you're going to have a summit, then designate a summit leader. Keith and I alternate as leaders for every other meeting. The leader is responsible for making sure the summit occurs and also for planning the summit, which could include everything from buying the bagels for a breakfast meeting to booking a weekend getaway for a summit free of household distractions.


I mention weekend getaways because it's what many businesses do, and they do it for a good reason. Sometimes these sessions can last a couple of days and they can be stressful. Companies will often take their executives and key employees to a resort for a weekend summit where work can be mixed with play in order to keep everyone relaxed and alert. Keith and I started off by having our summits at home, but we soon realized that it was more effective to meet in a neutral location. So now we plan our summits during times when we're on a vacation or when we can get away to a hotel, even if it's just for one night. The summit leader picks the location. 


The next step is to list your agenda topics. Your first summit should be dedicated to identifying your visions & values as discussed in Chapter One. In the sample on page ___ , the top five items (security, achievement, family, freedom and spirituality) are our visions & values. These generally do not change from year-to-year (though they certainly can, and if you ever have to revisit your values you'll find techniques in Chapter ___, "Managing Change"). 


The items farther down on the list are standing summit topics (household maintenance, vacations, major purchases, etc.) that will be revisited in each summit. 

STRUCTURING THE SESSION


It helps to have written notes, but whatever you bring, make sure you bring enough information to have a productive discussion  without the expectation of solving every issue at the meeting. Here are some key points to help you decide what to address at your first meeting:  

1. 
External factors - Business leaders keep informed of what's going on in the marketplace at all times. This refers to external items such as the economy, the competition, the value of the dollar in foreign markets if applicable, consumer perception of the company's products and services, etc. In a company, market research and feasibility studies, which include detailed examinations of external factors, are done before any plans are made for change. When translating this to a marriage or family, similar externals might be your salaries, the condition of the housing market, the influence of extended family members or the ranking of   the college your daughter's planning to attend. Similarly, a couple can look at examples from their friends' marriages and families to get inspiration and ideas.  

2. 

Internal factors - As a couple, you need clear agenda items concerning the state of your relationship in terms of what's working and what's not. Some issues to examine might include whether you're both satisfied with the amount of time you spend together, how well you are communicating about your needs and feelings, and how things are going in the bedroom. Internal issues would also include concerns about the emotional climate in the family, relationships with children, and daily household tasks. This is the time to share suggestions for change and create strategies for making those changes. In a business, a company might conduct employee satisfaction surveys or meetings with line-level employees to take the temperature of the internal situation before making any changes.

3. 
Be positive and open - Make sure you have an open mind and that you're ready to communicate in a calm, rational way.  If this isn't possible on the day of your scheduled summit, reschedule it. 

4. 
Be specific  - It's all about the details, so be specific in your agenda items and give examples to support your statements when the conversation begins. For example, instead of arguing about your conflicting kitchen clean-up methodologies, you can be more specific by saying, "I hate going to bed at night knowing there are dirty dishes in the sink. Can we agree to have all the dishes washed before we got to bed?" 

5. 
Do your research - One of our agenda items involved drawing up a will. We decided to put this off until we had children, but before making that decision we did a lot of research about wills. We needed to learn a lot, including the language of wills (what does "probate" mean? What's a "conservatorship?"), the laws in our state regarding powers of attorney, and the rights and responsibilities of an executor. All this information was gathered during the research process. 

6. 
Don't expect to get everything done in that quarter or even that year. 

 

Remember, in the business world this is a 1-5 year outlook, though for your first summit or two I'd recommend only looking at 1- 2 years. During that time most of the broad categories of agenda topics won't change, but the subtopics will because life happens and there will always be little blips along the way. With a system like this you can work the blips into the plan. After you get used to the idea of summits, you can expand your outlook to two years, five years and beyond.


To get a better idea of how this might work, we'll use my friends Demetria and Steve as an example. They're 28 and 31 respectively, both work full-time, and both take the idea of strategic planning seriously. They had their first summit a month after they got married as part of a weekend retreat paid for with a $150 gift card they'd received as a wedding present. During the weekend, they discussed the important decisions they hoped to make for the next two years, with their primary goals being a home purchase, a major vacation and having their first child.  


Using the vacation as an example, Steve and Demetria had been invited to join some friends for a week-long annual Christmas gathering which took place at a ski resort in Vermont. The cost was about $1200 per person, and included airfare, hotel, meals and skiing. They didn't have the funds readily available, so they decided to skip the first year because other goals, including Thanksgiving and Christmas expenses, took priority. But they knew they wanted to go the following year, so they budgeted for the next trip. They decided to save $300 per month from the time of their summit (May) through the date of the trip (December), an eight month period that would result in the $2400 they needed. They put the money into an online, high-yield savings fund with ING Direct, which has a 3% interest rate (higher than bank savings accounts). 


Each month Demetria put $300 from her paycheck into the "vacation fund." While at first glance this may seem a little unbalanced (where's Steve's contribution?), it worked perfectly for the financial structure of Steve and Demetria's family. According to their system, she's responsible for their joint "variable" expenses, such as vacations and other recreational pursuits, while Steve covers the joint monthly "fixed" expenses, including rent, food and car payments. Because they make more or less the same amount of  money, they're able to balance their contributions more or less equally.  

Demetria and Steve intend to have a major planning session once a year supplemented by quarterly "check-in" sessions to track against their goals. For example, Demetria wants to change her health insurance coverage to include short-term disability, but she can't do so until her health plan comes up for renewal in October. So in their December session, she and Steve will follow-up to make sure the change has been made. In terms of the vacation fund, they check quarterly to see if they've saved the right amount and to make any needed adjustments.  


Notice how Demetria and Steve's decisions were based on their visions & values… spending time with friends, celebrating Christmas and saving their money for a large expenditure rather than putting it on a credit card.  As you will find, every step of managing your life according to business principles brings you back to those values. When Keith and I first got together, we laid our personal core values side by side to see if any were in opposition to the other, places where they overlapped, and how they'd complement each other. On my list were (in no particular order) family, spirituality, helping others, independence and security. On Keith's list were career, security, spirituality, creativity, freedom, happiness, adventure/ fun, achievement and continuing education. 


If you look at us as a merger you can see that individually, we bring different things to the table. As a collective, we decided to create a merged company focused on five primary values based on a blend of our individual values. To arrive at these five, we looked at our individual list and found the common bonds. We doubled up on some of them; for instance my "helping others" and his "achievement" merged into what we call "achievement impact," which means that what we accomplish in our lives will make a positive impact on the world. His "security" and my "security" matched up, as did the "spirituality" category. He didn't have "family" on his list, but as we talked about it, he realized it was definitely one of his values. And finally, "freedom" to him meant the same thing that "independence" meant to me. 


These basic values are the foundation for all the decisions we make. And in our summits, when we need to evaluate something, we always come back to our values. 


One of the books I enthusiastically recommend to couples is David Bach's "Smart Couples Finish Rich."  While his book focuses exclusively on financial planning using a system of "values-based investing," it's extremely helpful for creating a system of values -based living.


One example of how a system of values-based living can help make decisions in summit meetings is the story of my close friend Carrie. We'd been best friends since childhood, but she'd fallen into a chronic alcohol problem along with some other issues, and was now in need of a temporary place to stay. She asked if we'd put her up for a while, and we put this item on our summit agenda.  


As soon as we sat down for a formal discussion, we realized immediately that her presence touched on several conflicting values. Yes, Carrie was like family, and family is a big priority. But having her live with us would compromise some of our other values, such as achievement and security, because the drama she'd bring to our lives could impact our job performance, our finances and our marriage in general. It was difficult to talk about this objectively because there was so much emotion involved, but ultimately we realized that our own family took priority over extended family. Looking at this situation from the perspective of a business, if Carrie had been a prospective employee, we would have suggested she search elsewhere for employment. 

(TABLE)


Tynesia and Keith's First Strategic Planning Summit
I. Establish a summit structure

1. We will have three summits per year, broken down as follows: 


a. December - Beginning of the year planning.


b. April - Check-in to see how we're doing with our goals


c. August - End of year push… what’s needed to meet our goals for the year.

2. We will have a standing agenda for each summit (see items a - b).  

3. Within each item, we will determine which we will address in the upcoming years and which we will come back to later in the current year.

4. Set agenda items for first summit based on these categories:


Our values:


a. Security – financial and physical peace of mind   


b. Achievement/Impact – our legacy as a couple 


c. Family – people we care most about in our lives


d. Freedom/Independence – how to walk away from our jobs 


e. Spirituality – our relationship with God 

Our life:


a. House – preservation and enhancement of our investment

b. Dreams – things that make us happy that we do just for us


c. What’s irking us  
II. Based on the above agenda items, these issues will be discussed at today's meeting:  

Our values:

1. Security – financial and physical peace of mind 


a. 
Get will written after having children


b. 
Review will and insurance policies every five years (or after major life events)


c. 
3 months of expenses – revisit at beginning of the year 


d. 
Rollover 401K to IRA - revisit at beginning of the year


e. 
Max out 401k contributions  


f. 
Develop financial policy statement to determine what’s paid  from each account 

2. Achievement/Impact – our legacy as a couple

a. 
Set up scholarship fund

b. 
Begin Ty's book project  
3. Family

a. 
What needs to be in place in order to have kids? 

b. 
Carrie living with us?

c. 
Holiday policy

5. Freedom/Independence 

a. 
"Fire your boss" money  

b. 
Schedule weekly business meetings on Wednesday at dinner, Ty to lead

5. Spirituality – our relationship with God


a. Become members of a church

Our life

1. House – preservation and enhancement of our investment

a. 
Make basement unattractive to mice

b.
Plug ceiling holes

c. 
Caulk outside

d. 
Straighten up washroom and closet

2. Dreams – things that make us happy that we do just for us

a. 
Visit spicy countries and budget $5000/year – prepare for trip to Brazil

3. What’s irking us

a.
 Keith needs clothing for work

b.
 Put ironing board away after use so we can get into the laundry room

c. 
 Keith will try the vibrating alarm clock and work very hard to get up

d. 
 Take more time to do things that interest us like theater and indie films
STRATEGIC INITIATIVES AND POLICIES 



Strategic initiatives (also known as strategic imperatives) are the guiding principles or rallying cries for a business. The best way to explain it is by example, so let's say Barnes and Noble, when it moved from brick-and-mortar selling to online selling, had a strategic initiative to create a web presence. Obviously this is a complex process that involves developing completely different ways to interact with consumers and results don't happen overnight. In other words, everything Barnes & Noble understood about selling books was now going to change. It was huge step, and it required careful planning. In this scenario the company had done its homework and was ready to take action  


A strategic initiative is born out of a strategic planning session. Once a decision has been made in the planning phase, an initiative is like the formal announcement of that decision. A good example from my own life is the method Keith and I used to find a church to join. Because spirituality was an important value to us, we both wanted to find a church community that would align with our religious and social views. Since I had more experience with a church environment, it was agreed  that I'd be in charge of this project. 


The first church I picked was a disaster. Keith disliked the music minister immediately because he had a huge ego and an insatiable need for attention. He talked too much during the service rather than giving us time for reflection and other elements that mattered to us in a church service. We also felt that this church pitched its congregants way too hard for money, and we only attended twice before we moved it back onto the agenda as a summit topic. We didn't address it again until a year later. In revisiting this issue we realized that we hadn't been specific enough about what we’d wanted and hadn't really considered our values. "Let's find a church" was way too broad. It would have been more effective if we'd said "Let's find a church that has an ethnically diverse congregation, a good choir, short services that won't put us to sleep, and a minister we really like." As always, our values needed to rule this decision.  


The point of this story is about deciding on a plan and following it. You can have great strategic initiatives, but if they're not specific or not followed well, you won't get where you want to go. 


And this leads us to the next business principle… Project Management.

Sample Chapter

Chapter Five
Project Management

While the idea of "project management" may seem straightforward and easy to understand at first glance, you might be surprised at how complex it can be. Once you've established your Visions & Values and your Strategic Plan for the year, the next step is to focus on the details of each piece in your Strategic Plan. Many of these pieces can be considered "projects." 


To being planning your projects you must start by educating yourself about what qualifies as an actual project. As a rule, a project usually requires advance planning and advance agreements, and is something that you'll work on over an extended period of time supported by meetings, negotiations, budgeting, research, evaluations, reviews, and other decision-making processes. The Oxford English Dictionary defines a project as: 

1. A plan or proposal; a scheme.
2. An undertaking requiring concerted effort: 
a community cleanup project or a government-funded irrigation project.


 Businesses look at projects as “one-off” occurrences that are not part of the day-to-day routine. Projects are life-altering activities that will ultimately change the way you operate in the big picture. They are too complex to complete in a short time, and they fall outside the parameters of "business as usual."  In a business, opening a branch office in another state is considered a project. Hiring a new employee is not. In a family, deciding to buy a house is a project because it involves all of the above-mentioned elements. Deciding who cleans the house is business as usual and would not be considered a project. 

A PROJECT
                 NOT A PROJECT 


	Selecting a school for child
	Who takes child to school

	Having a baby
	Who changes baby

	Buying a house
	Who cleans the house

	Selecting a college to attend
	Saving money for books

	Planning a vacation
	Setting a spending limit



Just as the wedding planning scenario in Chapter One illustrated each of our seven business concepts, in this chapter we'll use a major household purchase and a major lifestyle change to illustrate the concept of Project Management.  In the scenarios outlined below, a couple we'll call Andy and Becky will manage a short-term project (buying a 50" flat screen television) and a long-term project (Becky returning to college for her graduate degree).  Once the decisions have been made to go forward with these projects, the steps in the project planning process look something like this:

I. A SHORT TERM PROJECT:  Becky and Andy Buy a Television 

1. Identify the project ("We want to buy a TV")  


To understand this step, we'll start by looking back. 


Prior to their last strategic planning session, Andy added the purchase of a new television to the agenda for their meeting. The item was discussed, and it was agreed that the purchase would be made, thereby  "identifying" the project. Since Andy was more passionate about the TV than Becky, he'd done the research to determine what brand, model, price range and features he wanted, and he brought this information to the table. Also on that agenda were a few other projects for the year, including remodeling the bathroom and taking the kids to Disney World. Andy and Becky decided to assign a higher priority to the TV. 

2. Assign project owners  ("Who's the best person to choose the TV?") 

Since Andy was the one who added the TV to the strategic plan, he'll be named "project manager." It will be his responsibility to do any additional research, organize trips to the electronics store and make the final decision about the purchase. In the business world, the person who either brings up an issue -- or is the most vocal about it -- usually ends up being in charge of the project. You've heard the expression "the squeaky wheel gets the grease"? Well, the squeaky wheel also gets the responsibility.

3. Set project budget ("How much are we willing to spend?") 


This process also began in the strategic planning phase, when Andy and Becky laid down some rough calculations about what the TV would cost and how they would pay for it. In the business world, these rough sketches are referred to as "back of the envelope" or "BOE" calculations, as if someone hurriedly scribbled some ideas on the back of an envelope grabbed from a pile of papers on her desk. Budgeting will be explained in detail in the Financial Management chapter, but in terms of Andy and Becky's TV purchase, the BOE calculations from their last strategic planning session will now be examined more closely. As project manager, this will be Andy's job. 


This closer look is referred to as a “scenario analysis," and this is where Andy will look at multiple scenarios or options. He'll compare what it will take to pay entirely in cash, entirely on debt, or with a mixture of the two. He'll ask himself, "What are the exact prices of the models we're interested in?  Will we pay with cash or on credit? Do we have enough cash to pay for it out of pocket, or will we need to save?"


The cash vs. credit question is a big one, and, as is the case for most major decisions, it comes back to vision & values. For example, when my parents were younger they were all about instant gratification. My mom had a penchant for buying clothes and my dad bought every new electronic gizmo that entered the marketplace. They got into serious trouble and ended up declaring bankruptcy because they wanted everything, and they wanted it NOW. The idea of delaying gratification by saving money in order to buy something was inconceivable to them. Eventually they cleaned up their financial act and have now stabilized to the point where they can afford most of the things they want. But they still buy on credit because they still want it NOW. By contrast Keith and I save up for everything. Our visions & values place financial security above instant gratification, so we'd rather save than go into debt. 


However, it's important to note here that not all debt is bad; it often allows businesses to spend on items that will be helpful in the long term. Debt only becomes a problem when it can't be repaid in a timely fashion and the interest gets so high that the debt no longer justifies the original intention. For example, student loan debt is great because it pays for itself via your higher earning capacity after college. By contrast, going into debt for a vacation or an expensive piece of jewelry doesn't really offer any long-term benefit.  


Back at Becky and Andy's house, they've looked at their expenses for the year to see how much they can afford to either save or use for monthly credit card payments and decided to budget $200 per month for the TV. If their budget is tight and has no flexibility they might have to pull the money out of one column and move it to another. Because they decided that their need for the TV outweighed their need to remodel the bathroom, they might move $200 per month from the bathroom budget to the TV budget. Or, if their budget is flexible, they might decide to each put $100 per month from their paychecks into their savings account. 


Once they've "found" the $200, they must then decide if they want to save that amount each month and buy the TV in 15 months when they've accumulated $3000, or put it on a credit card and pay that amount each month. This of course depends on where they stand on the instant gratification scale. It isn't rocket science… it's basic budgeting 101, and we'll examine this is more detail in Chapter __.  



To make a comparison between a business budget and a family budget, let's assume for the moment that Becky and Andy have plenty of money and have decided to pay for the TV with cash from their discretionary income. Andy and Becky's surplus money would be equivalent to profits in the business world. “Profit” refers to the money a business has left over at the end of the year after all  its expenses are paid. The company can then decide what it wants to do with that money, such as investing it back into the company (for a family this might mean using it for remodeling the bathroom to increase the value of the house); putting it in a cash reserve (the equivalent of a family savings account), or paying it out to the shareholders or employees (keeping it around as discretionary income to use as you please).  
4. Critical Success Factors  ("What does success look like?") 


This refers to the outcome of the project… which specific factors will make the project a success when it's all said and done?


 Andy and Becky can save $200 for 15 months and the outcome will be a new TV in their living room 15 months from now. Another possible outcome is that they can buy it on credit, pay $200 a month on the bill and bring the TV home today instead of in 15 months, but it will end up costing more because of interest. These are two possible outcomes, and the best way to visualize them is to begin with the end in mind. In business they say, "What does success look like?"


This involves a lot of small, specific details. The outcome of the TV project for Becky and Andy looks like a flat screen TV mounted on the wall in their living room. But if you scratch the surface of that picture, you'll find several layers of detail underneath. So far we've only looked at success in terms of spending, but finances are just one layer. Becky and Andy also have to consider how the TV will look in the room, what size TV will fit in the appointed place, how difficult it will be to install and how easy will it be to operate? When looking at project outcomes, think about what will enable Becky and Andy to stand in front of their new TV and high-five each other for a job well done.


A worthy tool for this kind of projecting is the SMART tool introduced in Chapter One in relation to wedding planning. This tool can help you make sure the outcome looks the way you want it to look, and it can begin helping you while you're in the electronics store and the salesperson is trying to "upsell" you to a more expensive product. If you go to the store armed with your SMART tool, you can hold your ground and stick to your criteria no matter how much sales pressure is being directed at you. It also helps guard against "scope creep," which is discussed later in this chapter. 

THE SMART TOOL

Specific  
See and state clearly what you want.

Measurable  
Can you expect tangible results?

Actionable  
Can you take action rather than just talking about an idea?

Realistic  
Is it feasible, do-able, and not out-of-reach?  



Timebound  
Know when you want it. Set a date.  


Let's say Andy buys the 50" flat screen TV and does all the installation work, but once it's up on the wall both of them realize that it's too big for the wall, it's too sleek and modern for their décor, and the living room furniture will have to be rearranged for comfortable viewing. The high-tech look of the TV prompts them to re-think their shabby chic decorating motif, which looks glaringly out of place next to the monstrous, mega-modern television, so they hatch a plan for a new project… redecorating the living room.  Becky and Andy might have avoided some of these surprises if they'd used Step One of the SMART tool to address the questions before the TV was purchased… “See and state clearly what you want.” 

5. Criteria selection ("Narrowing down our choices")


Now that Andy and Becky know their Critical Selection Factors, it's time to take that criteria and use it to choose from a list of options.


It can be overwhelming to choose between TVs with different features, sizes, styles, bells, whistles, warranties and whatnots. How do you decide what's best? Andy already did the research, so now it's time to commit to a selection. Some businesses use a Six Sigma technique called a QFD Tool to narrow their choices down. QFD stands for "Quality Function Deployment," which sounds intimidating but is really quite simple. 


The first step in using QFD is to do establish your criteria. The criteria for the TV might include price, ease of installation, warranty, size or cutting-edge technology. Once you identify these, you can  "force rank" those criteria to help you choose trade-offs and priorities by using the QFD tool on this page. In this chart, "4" is the highest ranking and "1" is the lowest. This is a system very similar to what Consumer Reports uses in its ranking of products. And guess what? You can use can use this tool for making any decision at all. 


In Column B, you'll see that Andy has decided that in order of importance, his priorities are: 


4. Ease of use  

3. Price  

2. Warranty, and  

1. Ease of installation 


Looking across the chart, you'll see that he has four brands to choose from: Samsung, Toshiba, Sony and LG. Now Andy will rate each of these brands using a mathematical formula that assigns numbers to the various qualities of each product and then multiplying that number by his criteria. Let's look at Samsung as a model: 

The Formula:

1. 
The importance Andy gives to "ease of use" (4) x the low rating earned by Samsung for ease of use

2. 
Add the importance of cost (rated 3) x Samsung's high rating in that category (9) 


3.
Add the importance of warranty (2) x Samsung's high rating in this category (9)

4.
Add the importance of installation (1) x Samsung's medium rating in this category (3) 

The total selection score comes out to 52 for Samsung.


If Andy follows these steps for each category and each product, one of the products will come out as the clear-cut winner. In this case, Sony got the highest score by matching up with the most criteria points. 


Using a tool like this allows you to translate things that are inherently qualitative into raw numbers, which makes it easier to see and evaluate. In business we learn that we make better decisions when we're making them via a process rather than via emotions. This ranking system keeps the categories from overlapping while placing emphasis on the categories that are most important.


You have now learned the definition of  "weighted ranking," which is also known as "forced" ranking. This tool simply forces the items to be ranked according to numerical values. If two things happen to come out exactly equal, you can go to the trouble of re-ranking them in comparison to each other, but if one rates a 62 and the other rates 64, save yourself the angst and trust your instincts. Flip a coin, pray for guidance, throw the I-Ching or close your eyes and point to one with your finger.


By the way, did I mention that you can use this tool for making any decision?  

	
	Importance
	Samsung
	Toshiba
	Sony
	LG
	
	High
	9

	Ease of use
	4
	1
	3
	3
	9
	
	Medium
	3

	Price
	3
	9
	9
	9
	1
	
	Low
	1

	Warranty
	2
	9
	1
	9
	3
	
	
	

	Ease of installation
	1
	3
	3
	9
	9
	
	
	

	
	
	
	
	
	
	
	
	

	Score
	
	52
	44
	66
	54
	
	
	


COMMON PITFALLS 


All of these processes are tried and true, and as a rule they work like a charm. But there are exceptions to every rule, and here are some of the most common ones. These pitfalls and traps can quickly derail an otherwise perfect project-planning process.  

1. Scope Creep


This is a business term that applies beautifully to any project management issue. Andy goes into the store ready to make his purchase and the salesman starts pitching him on extras, such as stereo surround sound with high-end speakers, a high-definition DVD player, the highest-quality wiring and an extended warranty. These extras would add $1000 to the budget and would increase the scope of the project, creeping it up higher and higher until Andy loses sight of his original intentions. Any project manager will tell you that scope creep kills a project. To protect against scope creep, use the SMART tool, and also make sure your communication is crystal clear during every step of the process 


Another way to guard against scope creep is the "includes and excludes" tool. It's ridiculously simple. All you do is compare what the project includes and what it excludes. The beauty of this is that it helps close the loopholes by forcing you to be very specific about what you want and don't want.

	Includes
	Excludes

	Purchasing a TV

Doing research

Weekly communication

A set budget


	New furniture to match the TV

Extra audio equipment to enhance the TV

Remodeling your house to make room

A pool table to go next to the TV


2. Lack of Communication 


The importance of communication in any relationship or project cannot be overestimated. If clear, constant communication isn't at the absolute top of the values that rule your marriage and your life, you'll be fighting an uphill battle with every project you undertake. 


In the context of Becky and Andy's TV project, communication would start in the strategic planning phase, when both of them state their wishes and ideas as clearly as possible.  As the project moves forward, periodic check-ins are vital to its success, and these check-ins can happen monthly or weekly or daily depending on the project's scope. This is where Becky and Andy would talk about whether goals and milestones are being met (such as each depositing $100 per month into a savings account, or Andy doing some research on technological updates to the flat screen models he's been looking at). Hopefully Andy and Becky are keeping a list of action items for which each of them is responsible.
3. Sunk Costs 



Andy's very excited about buying this TV. He and Becky have been talking about it for months, and now the time has come to pull the trigger and put their money where their mouths are. 


But out of the blue, Andy's employer informs him that he is being transferred to a branch office in another city, which means he and Becky will have to move. After all the time and energy put into the TV project, they now have no idea if their new home will have a suitable wall for the TV. But because Andy has worked so hard on the project he will not be deterred, so he opts to buy the TV anyway and take it along to the new house. 


What's he's done here is to make a decision based on looking backwards at all the work he's done rather than looking forward toward what the future is likely to hold. The business axiom for this is "Any action you take going forward must be based on current, relevant information." In this case, Andy's choice to buy the TV now rather than after the move violates this idea to the extreme. Not only that, but now, in their search for a new house, finding a wall that will accommodate the TV becomes a criteria for Becky and Andy's house selection. This is a classic case of the tail wagging the dog. The time he spent on this project is now considered a "sunk cost."  


Here's a great example of sunk costs from the business world. Remember the "dot com" boom, when everybody was investing in the internet and making big bucks? It didn't take long before the market crashed and the value of those investments plummeted. That money became a sunk cost because it was gone and could not be recouped. Now let's say you were one of these investors, and despite what the bottom line clearly states, you decide to continue investing in dot coms because you've already invested so much money and so much time, and you feel certain that the market will bounce back. So you keep throwing money at it despite all the indications of failure until you end up with not only a financial sunk cost, but an energetic sunk cost as well.  

II. A LONG-TERM PROJECT:  Becky Goes to College  


The project we just walked through -- buying a TV-- is considered a short-term project. A long-term project is more complex, more time consuming and usually more expensive, but the steps are identical. A long-term project might be buying a house, deciding to have another child, going back to school or starting a business. To deal with these enormous, life-changing events, the trick is to break them down into smaller, more manageable pieces. In other words, break them into smaller projects, and then manage each one as you would any project. 

1. Identify the project 

Let's say Becky wants to go to graduate school (we'll assume it's business school). As always, the project was identified in the strategic planning phase. Now that they've moved into the project management phase, they would further "identify" the project by breaking it into three smaller projects, as follows:  

Becky Goes To Business School:

1. Preparing for school

2. Paying for school

3. Choosing a school 


To address each of these issues, Becky and Andy will use the same five steps they used for the TV purchase, and it will look something like this:

2. Assign Project Owner


The project owner in this case would be Becky, but since we've got three sub-projects, there can be sub- project managers. One option is to outsource. For example, test prep might be outsourced to a virtual assistant who could find the right books, websites and the test centers. An assistant can also help choose courses and manage scheduling. But even if Becky outsources through a temp agency or a freelance pool, she is still technically the "owner" of the test prep project. Another possibility in this scenario is that Andy can be assigned to the financial end of the project. While Becky and her assistant are busy choosing schools and test prep options, Andy can be in charge of worrying about money.

3. Set Project Budget


Each item should be budgeted separately because remember, these items are being treated as separate projects. Let's say the cost of preparing for the entrance exam is $5000, and the cost of tuition, books and related essentials is $50,000 per year for the two years it takes Becky to get her MBA. For the sake of this example we'll absorb the entrance exam cost into the total cost and round it all off to $50,000 per year, or $100,000 total (we'll assume she's going to school full-time and will get her degree in two years).


In business-world budgeting there's a concept called "opportunity cost," which factors in a figure representing how much money Becky will part with in order to complete this project. Let's say she currently works ful- time and earns $50,000 per year and her plan is to quit her job and go to school full-time. During the two years of graduate school, she's losing $100,000 worth of income. That's her opportunity cost. If you add the $100,000 tuition to that, the total investment for this project is $200,000.  


Now we look at something called ROI (Return on Investment). When Becky gets her degree, let's assume she gets a job that pays $100,000 a year, so on the surface it looks like she'll break even in two years.  But this is only the monetary picture.  On a non-monetary level, there are other factors to consider. Becky and Andy also have to incorporate the cost of their lost time together while she's in school and studying. She'll be getting less sleep, and she'll be taking on a lot of new stress. The project will also stress their finances, and as a result, their emotional balance. There won't be as much time (or money) for vacations and for toys like a 50" flat screen TV. Even if their cash flow can handle it, can their relationship? 


This may seem like emotional mumbo jumbo, but there are actually parallels in the business world. In a company, the non-monetary factors involved in a major transition would include human resources issues such as recruiting, retaining and developing talented staff. Businesses can't succeed without putting people first.


Lets say the business wants to launch a new product line to keep up with market trends. All the analysis suggests the venture would be profitable (like Becky going to school). But the business also has to look at the fact that they just laid off half their staff and employee morale is low. In order to launch a new product, the staff needs to be productive and inspired, so the company will have to offer incentives, rewards and encouragement to stimulate enthusiasm. This is the "emotional" equivalent of the effect a major transition has on a business. 

4. Critical Success Factors 

When establishing CSFs, it's important to be very specific what "success" will look like. In choosing a school, these are the outcomes Becky is looking for: 

. A salary of at least $80,000 per year after graduation.

. A school with national alumni that support her networking and job search efforts.

. A financial aid plan that pays at least 50% of her tuition.

. A school within 20 miles of her house (we'll assume they live in North Carolina).


Becky has to be this specific in order to use the QFD tool. Each item has to have very clear criteria so she can rate them as high, medium or low. 

5. Criteria selection   


Becky's criteria matches up with her Critical Success Factors, but here she lists them in order of preference (4 is highest, 1 is lowest): 

4. How close to is the school to the house? 

3. What can she expect as a salary after graduation?

2. How valuable is the school's alumni base as a network for career advancement?

1. How generous is the school with financial aid? 


Now Becky can use these criteria for using the QFD tool, as follows: 

	 
	Order of Importance
	Duke
	UNC
	NC State
	Wake Forest
	 
	High
	9

	Salary post grad
	4
	3
	3
	9
	9
	 
	Medium
	3

	Alumni base
	3
	1
	3
	3
	9
	 
	Low
	1

	Financial Aid
	2
	9
	9
	9
	1
	 
	 
	 

	Proximity
	1
	9
	1
	3
	3
	 
	 
	 

	Score
	 
	42
	40
	66
	68
	 
	 
	 



And Wake Forest is the winner. 


We realize that these techniques are very left-brained and may not be something most couples will take the time to do. As you work your way through this book, you'll sense which tools resonate for you. 

III. Marketing Plan

As a business consultant with marketing expertise and an MBA from Harvard Business School, the author has extensive contacts in the corporate world as well as academia and the media. Below is an overview of the author's plan to support the publisher's marketing efforts: 

I . Public Relations

The author will use her own resources to engage a public relations firm to distribute press releases and pitch feature stories to the following media: 

. Women's magazines

. Business magazines

. General consumer media, national and regional

. National and regional news and talk shows (tv and radio)

II. Public speaking

The author has contacts with Harvard Business School and decision makers in Fortune 1000 companies that can provider her with a platform for addressing groups of students and alumni as well corporate executives and consumers.  She is a dynamic and engaging public speaker and has built a substantial list of contacts and supporters. 

III. Marketing Communications

The author is a determined, knowledgeable marketer who will launch several of her own marketing communication campaigns, including: 

1. A quarterly newsletter

2. A direct mail campaign to stimulate book sales

3. Paid advertising in target media.

Comparative Analysis


Below is a list of top-listed books in a search of Amazon.com for themes that are similar to Marriage, Inc. While these books cover a wide range of topics related to communication, intimacy, financial management and other marital issues, none of them compares managing a marriage to managing a business, and we believe that Marriage, Inc. clearly stands out in this genre. 


The Business of Love: 9 Best Practices for Improving the Bottom Line of Your Relationship 

Marriage, This Business of Living Together: The anomalies, curiosities and facts about marriage, divorce and separation in our 48 states 

The Business Side of Marriage 


The Seven Principles for Making Marriage Work: A Practical Guide from the Country's Foremost Relationship Expert  
The Marriage Clinic: A Scientifically-Based Marital Therapy (Norton Professional Books) 

Marriage Fitness: 4 Steps to Building & Maintaining Phenomenal Love

Debt-Proof Your Marriage: How to Achieve Financial Harmony (Debt-Proof Living) 

Marriage and the Economy: Theory and Evidence from Advanced Industrial Societies 

Marriage is a Serious Business 

 
Making Marriage Work for Dummies 

Hidden Keys of a Loving, Lasting Marriage 

Eight Lessons for a Happier Marriage 

Why Marriages Succeed or Fail: And How You Can Make Yours Last 

The Relationship Cure: A 5-Step Guide to Strengthening Your Marriage, Family, and Friendships 

Starting Your Marriage Right: What You Need to Know in the Early Years to Make It Last a Lifetime 

First Comes Love, Then Comes Money: Basic Steps to Avoid the #1 Conflict in Marriage 

20 (Surprisingly Simple) Rules and Tools for a Great Marriage 

Love, Marriage & Money: Understanding and Achieving Financial Compatibility Before-And-After You Say "I Do" 

Divorce-Proofing Your Marriage: 10 Lies That Lead to Divorce and 10 Truths That Will Stop It 
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� Six Sigma is a business management strategy that identifies and removes the causes of defects and errors in manufacturing and business processes.� HYPERLINK "http://en.wikipedia.org/wiki/Six_Sigma" \l "cite_note-proscons-0" \o "" ��  It uses quality management and statistical methods to create a special infrastructure of people within the organization.  “Black Belts" are experts in these methods.  (http://en.wikipedia.org/wiki/Six_Sigma)


� http://www.divorcereform.org/nyt05.html


� http://www.utexas.edu/courses/pair/CaseStudy/DH.html


� http://www.nytimes.com/2008/06/15/magazine/15parenting-t.html?_r=2&ex=1213934400&en=b08cd6b54559ebe3&ei=5070&emc=eta1&oref=slogin&oref=slogin





� I learned this in my Six Sigma training. I don't know who created it originally, and if I did I would give him or her credit here.


� The Group of Eight (G8)  is an international forum for the governments of Canada, France, Germany, Italy, Japan, Russia, �the United Kingdom, the United States and the European Union
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