Here’s a detailed summary of the key points from the “Build With TAMKO - Virtual Series” session featuring Jonathon Broce, Jon Abernathy, and Brian Dunn, centered on leadership, culture, and sales growth strategies for roofing businesses.

🔑 Core Focus: Building Culture to Drive Business Growth
The G.U.E.S.T. Framework
Jonathon Broce introduced a proprietary model for developing strong company culture, which supports growth and high performance:
1. G – Grow: Foster personal development using the S.E.E.D. method:
· Self-reflect: Practice extreme ownership and analyze personal and team performance.
· Expand: Learn and absorb new ideas, systems, and processes.
· Evolve: Stay agile and adapt to market and operational changes.
· Develop: Implement concrete steps toward goals.
2. U – Unleash:
· Recognize talent within your existing team.
· Inspire through servant leadership and empathy.
· Support and empower team members by asking guiding questions and reducing over-reliance.
3. E – Enhance:
· Focus on high-impact activities (RGBs: Revenue-Generating Behaviors).
· Optimize systems and processes using automation and minimize busywork.
· Work smarter by anticipating the next step and planning accordingly.
4. S – Strategize:
· Use SMART goals (Specific, Measurable, Achievable, Relevant, Time-bound).
· Align goals with role levels (field reps = 7–30 day goals, managers = 90-day goals, leadership = annual/3-year goals).
· Use 1-page strategic plans and set deadlines.
5. T – Synchronize:
· Build trust via presence, engagement, and psychological safety.
· Encourage feedback and celebrate wins.
· Promote a culture of "Us/We over I/Me."
· Recognize and address cultural misfits swiftly to protect team cohesion.

💡 Leadership & Culture Insights
· Extreme Ownership: Leaders must first look inward when things go wrong, modeling accountability.
· Culture as Strategy: A strong culture isn’t fluff—it drives sustainable growth, teamwork, and retention.
· Feedback Systems:
· Implement a “Peer Pulse”: Quarterly 360° feedback from peers to evaluate attitude, effort, and performance.
· Empower teams to hold each other accountable and help identify misalignment early.

💬 Sales Strategy Discussion Highlights
Motivation & Pipeline Ownership
· Pay higher commission on self-generated leads vs. inbound to encourage initiative.
· If reps aren't self-motivated, assess cultural fit.
· Align compensation with desired behaviors.
· Ask reps for personal goals and build accountability frameworks around them.
Inbound vs. Self-Generated Leads
· Top closers may prefer self-gen; consider hiring separate reps to handle inbound.
· Segment sales teams (e.g., social media leads vs. door-knocking leads) to match skills to lead types.
Repair Leads Strategy
· Repair leads are gold: Often lead to full replacements.
· Train teams to treat small jobs as entry points for upsells.
· Establish SOPs for site checks and documentation (e.g., 19-point inspections).

🔄 Scaling Culture with Growth
· As companies grow:
· Shift leadership’s view: serve your managers, who serve supervisors, who serve field staff.
· Reevaluate role fit — some underperformers might succeed in other roles (e.g., project management vs. sales).
· Use attitude and effort as criteria to recycle roles before exiting team members.
· When needed, help people move on compassionately and professionally.

👏 Closing Thoughts
· Broce praised TAMKO for its genuine care, servant leadership culture, and desire to support contractors.
· Future virtual sessions will explore additional growth areas including leads, segmentation strategies, and scaling systems.
🎤 Q&A Session Summary
1. How do you motivate sales reps to build their own pipeline (vs. just relying on inbound leads)?
Answers:
· Jon Abernathy:
· Pay lower commissions on inbound leads and higher on self-gen to drive behavior.
· Avoid overfeeding reps with leads; make them earn the right to receive them.
· Not all reps are self-motivated—hire accordingly and ensure cultural alignment.
· Jonathon Broce:
· Sales reps are incentive-driven; align compensation with desired behaviors.
· Use SMART goals and regular performance check-ins.
· Use positive reinforcement: call out wins weekly to balance constructive feedback.
· Consider reps’ love languages—some respond better to recognition, others to gifts or money.
· Ask reps what they’ve tried and what they think should be done—empower, don’t just direct.

2. What if high-performing reps resist running inbound leads?
Answers:
· All Panelists:
· That’s a good problem. If a rep is crushing it with self-gen, let them.
· Simply hire others to manage the inbound leads.
· Segment sales teams by lead type (e.g., self-gen vs. marketing-generated) to maximize strengths.

3. How do you create value from “lower quality” leads like repairs or gutters?
Answers:
· Broce:
· Repair leads are gold—they often convert to full replacements.
· Position the repair visit as a full inspection opportunity and build trust.
· Control the narrative: “Let me just check the roof while I’m here.”
· Abernathy:
· Some of the best reps turn small repair leads into large-ticket jobs.
· Train reps to always get on the roof regardless of lead type.

4. How do you maintain strong company culture as the team scales?
Answers:
· Broce:
· Use a “Peer Pulse” system: anonymous 360° feedback to measure attitude, effort, and performance.
· Promotes accountability and surfaces interpersonal issues early.
· Shift mindset: leaders serve managers → managers serve teams.
· Dunn:
· Culture needs to scale intentionally; feedback must be consistent at all levels.
· Use leadership insights from military-style 360° reviews.
· Abernathy:
· If someone becomes a “me first” person, they must go—one toxic player can unravel the culture.
· Guard the culture above all, even if it means tough decisions.

5. What if someone isn’t performing—but they have a great attitude and effort?
Answer (Broce):
· They might be in the wrong seat on the right bus.
· Reassign roles: e.g., a rep who can’t close may thrive in project management or change order sales.
· Don’t let personal attachment delay decisions—you might be holding them back from success elsewhere.

6. How do you compassionately let someone go when they’re not a fit?
Answers:
· Abernathy:
· Ask reps about their personal vision and goals.
· Help them find a better-fit opportunity elsewhere.
· Letting someone go doesn’t have to be harsh—you can still part as friends.
· Broce:
· Use the filter: “Is it true, is it kind, is it helpful?”
· Letting someone go might be the most helpful thing for them and your team.

