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“Be a Top Producer by Working Four Half-Days a Week” is 
the true story of my business. My name is Lee Davis, and I 
am far from perfect in life. Like you, I’m a work in progress. 
I want to get that straight right out of the box, because in 
the next 45 minutes, you’re going for a ride with me—a ride 
through a life and business filled with exceptional results; 
deep, high-quality relationships; wealth; a working relation-
ship with God; a wonderful family; and a recent inkling 
about eternity. We’ll detail the economic engine that makes 
it possible.

One hundred three years ago, Rudyard Kipling wrote the 
following words: “If you can fill the unforgiving minute / 
With sixty seconds’ worth of distance run, / Yours is the 
Earth and everything that’s in it. . . .” I believe what he said. 

So first I’m going to give you a little background. Then 
I’m going to give the five elements of high production and 
methodically detail them so that you can replicate any or all 
of them. I’ll talk about how our practice works today and 
the steps we took to get there. You’ll walk through our office 
and our planning process. Everything I talk about is real, not 
conceptual, and we use it every single day. Whether you’ve 
been 5 or 50 years in business, you will have a template that 
you can use the moment you get back to the office. Are you 
up for a challenge? Are you? Okay, I challenge you to listen 
actively today and come away with at least three ideas to 
improve your business and your life. Let’s get started. 

As you see, life is good for the exceptional producer. Raise 
your hands if you know what I’m talking about. For us, it 
is two beautiful homes in Colorado and Arizona and mem-
bership in two country clubs with plenty of time to enjoy 
them. From May to November I’m in my Colorado office, 

and from November to May I live in Scottsdale, Arizona, 
and commute to Denver a few days a month. Basically, I 
prefer an eternal summer!

I have plenty of toys. (I have the need for speed as you can 
see; the Harley Davidson V-Rod reportedly tops out at 140 
to 150 mph, and the Corvette at 180 to 200 mph). [visual] 
Not that I, as a law-abiding citizen, would know for sure,  
of course.

Every year we take plenty of vacations, involve ourselves in 
charitable endeavors, and arrange great family events and the 
like. All the components of a wonderful, enjoyable life flow 
from the way our business is structured. How, exactly, is that?

Well, first, let’s define terms. Do we have any math majors 
in the crowd? I have a question for you. How many hours are 
in a day? Right, 24, of course. So how many hours are in a 
half-day? Correct, there are 12. 

Relax. Before you run screaming out of the room, I don’t 
work 12 hours per day now. But I did. And I’ve never met 
a successful producer who did not do so. I suspect that ev-
eryone in this room embraces the concept of a real half-day. 
There is no shortcut.

In order to generate significant production and work 
what most of us consider a half-day, four to five hours daily, 
four days a week, I had to learn and be committed to the 
five key elements for top production. What are they? Let’s 
examine them:

1. Meaningful goal setting
2. Effective time management
3. Marketing for client advocates
4. Stellar team development
5. Client amazement systems

Be a Top Producer by Working Four 
Half-Days a Week
J . Leland Davis, LUTCF
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Let’s start with meaningful goal setting. First, I firmly 
believe that it doesn’t matter where you start from. Question: 
Would you hire this guy? He’s 19 years old, a college drop-
out, has a new family, is new to the state of Colorado, and 
knows virtually no one. I probably wouldn’t either. But how 
do you measure the size of someone’s heart? Better yet, what 
is the size of your own heart? In setting a goal, remember, 
anything anyone else has ever accomplished in the history of 
man you can accomplish as well if you’re totally committed 
and emulate their methods. I was and I did. If your why is 
big enough, you don’t need a how.

That’s right: If your why is big enough, you don’t need a how. 
The first tenet of goal setting is that you must have a why. 
Why are you working in this career? Money? Recognition? 
Service to your fellow man? All of the above? Do you know 
why? You must. It’s your own personal why. Once you know, 
simply write it down. 

I did. Early on, it was “money,” spelled m-o-n-e-y. I had 
a young family, a mortgage to support, and automobile 
loan payments. No paying cash for a car in those days. I 
was on commission only. My manager said, “Look at all 
those people out there! Go get ’em.” What a guy! He said 
that if I saw enough people, I couldn’t fail. I got it. My first 
goal was to be the leading rookie producer in my office 
and to make our company’s president’s club, which was the 
top honor club you could make your first year. I did both, 
thank heavens. When I say thank heavens, I mean it, be-
cause I had no idea how to do it. But I refused to fail. Will 
you refuse to fail?

Let’s talk about failure. 
When a reporter asked Thomas Edison how it felt to fail 

a thousand times, Edison replied, “I didn’t fail a thousand 
times. The light bulb was an invention with 1,000 steps.” 
Babe Ruth is famous for his major league home run record, 
but for decades he also held the strike-out record. He struck 
out an amazing 1,330 times in his career, nearly twice as 
many times as his 714 home runs. Most don’t remember that 
Einstein failed the entrance exam to the Swiss Polytechnic 
School. He went on to develop the theory of relativity and 
became widely known as the most intelligent man ever born 
(with apologies to Stephen Hawking!). Simply put, you can-
not be stopped. I started reading inspiring stories like those, 
everything I could get my hands on. If it was a book or an 
article about success, I read it. Are inspiring and motivating 
books on your reading list?

By 1981 my why had evolved. The MDRT Whole Person 
Concept entered my life. I began to evaluate my life in 

terms of my spiritual connection and my connection to 
my community, my family, my health, and my business. In 
short, I started to “get it.” And I realized I was falling short. 
Where do you stand in relation to your God-given talent 
in each of those areas? Not how do you compare to others, 
but how do you compare to your very best? Do you evaluate 
yourself annually and write down your goals in each area? 
I did and I do. 

The years went by and the picture changed signifi-
cantly. By 1995 I had attended a number of MDRT meet-
ings and felt the power. I had managed a unit of advisors 
and figured out that I liked producing better. While as a 
producer and a manager, I had founded, built, and sold 
a pension administration company. As I closed in on 20 
years in business, I found that my production was acceler-
ating. The basic principles were the same. I began to better 
understand the power of living with passion. Living with 
passion means that my future will always be greater than 
my past. Is yours?

A great example of someone who lived with passion, 
whose future was always greater than his past, was Peter 
Drucker, the preeminent business, management, and ef-
ficiency expert who wrote countless books, including The 
Effective Executive. A consultant to major corporations and 
an advisor to presidents, he went to his office daily until well 
into his 90s. 

Or how about George Burns, the incredible comedian 
whose last joke was to barely miss out on his 100th birthday 
party. He was the only one who didn’t attend; they had one 
for him anyway! 

These men lived a life of significance. They mattered. I 
wanted to matter.

Today my objectives are dominated by spiritual 
goals. I want God to be pleased with me. Don’t get me 
wrong—I want to accomplish all my metrics in busi-
ness and with my family and my community. I want to 
continue to have a f lourishing practice surrounded by 
friends, clients, and associates I like, respect, and ad-
mire. And yes, I still have goals and I use some very 
specific techniques to help me generate them. Let’s look 
at the three greatest techniques I’ve ever seen for setting  
meaningful goals:

1. Tell your 10-year story.
2. Try the “add-a-zero multiplier”
3. Write a love letter to your family.
Once you’re done with these three, break them down. 

More on that in a moment.
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Okay, now the “tell your 10-year story” exercise. Catapult 
yourself into 2022, and write as if you have achieved your 
wildest goals and dreams, assuming that there was no way 
you could have failed. There were no setbacks. Now tell the 
story—in detail. The story itself will identify the elements 
you need to put in motion now in order to accomplish your 
goals. Here’s an example:

It’s September 17, 2022, and it’s a beautiful 
morning. I just finished stopping by the office 
for our fall luncheon party. Our building’s been 
paid for five years now. Still looks great. My son, 
Jeremy, is now in his twentieth year. His biggest 
case ever helped us top $4 million in annual rev-
enue for the first time. Cheryl looked the hap-
piest; she just had her personal best production 
year. Wow. Her administrative team achieved 
every goal in our operation for new business, cli-
ent amazement, and community involvement—
the trifecta. I still can’t believe the great people 
she’s trained, and their talent. Jeremy is prepar-
ing for this year’s Top of the Table meeting in 
Barcelona, and we are taking the whole family. 
Spain should be beautiful in about a month as 
fall settles all the way in. Our family education 
foundation is fully funded again this year, and 
we’ll be making a second actual grant. Dawson 
starts college this semester. Hard to believe that 
the “little guy” is already there, and Sloane’s not 
far behind. Thank heavens the church debt is 
fully paid too. We did it.

In my story, several things would have to be set in motion 
to make it happen: educating and fully training Cheryl to 
manage a large staff, supporting Jeremy in developing larger 
cases, accelerating our building payoff, and funding our edu-
cational foundation. You get the idea! Now, just start the 
process. A journey of 1,000 miles really does start with the 
first step.

If you’re having trouble expanding your thinking, 
then dream, just as I did, and do it. Try the “add-a-zero 
multiplier.” Again, deceptively simple. Take today’s prac-
tice revenue, say, $80,000. Now add a zero. Right, it’s 
$800,000. Just as old Ben Franklin did, draw a line down 
the middle of the page. Take a look at the chart below 
as a start, and then get granular. The math is simple to  
start with.

Now One Day Soon

Revenue $80,000 $800,000

Personnel 1 producer 2 partners

1 part-time  
staff member

5 full-time  
staff members

Marketing Budget $5,000 $50,000

Now, again, tell the story (meaning, write it down). In the 
story, you’ll identify the staffing, systems, support, market-
ing, and budget you’re going to need. Now work backward to 
see what you can do right now. Make one improvement now. 
Then one in six months. One more in a year. You get the idea.

Finally, and this is a tough one, write your last love letter 
to your family. Talk about crystallizing your priorities! Take 
a moment and close your eyes. I want you to visualize your 
family photo. Just one thing, you’re not in it. You’re no lon-
ger there, no longer able to speak to them. All they have now 
is this letter you’re writing. It’s all right; you will say what 
they need to hear so desperately now. Go slow. If you have a 
beautiful daughter, see her perfect blue eyes as you speak to 
her for the last time in your letter. Your very best friend in 
life, your wife or husband—slowly visualize that wonderful 
face you’ve seen so many, many times. Now calmly compose 
the next sentence. Tell them how much you love them and 
how much you thank God they were placed into your life. 
As you write page after page of the details of your admiration 
and love for each one of your family members, be sure to 
take your time. Write down the life lessons you want them 
to know, the ones that you will never be able to tell them 
personally now. Let them know you believe in them. Let 
them know that you will be waiting for them in heaven. 
Open your eyes when you’re ready. Believe me, my friends, 
this is the most motivating exercise of them all. I challenge 
you. Write your letter tonight before you go to bed. You will 
awaken a different person.

Okay, you’ve got your production goal. Now break it 
down. First, in terms of time:

Year = 365 days
Weekends = 104 days
Vacations = 21 days
Holidays = 12 days
Workdays = 228 days
Now, in terms of daily production—MDRT, Court, 

Top? What’s your number?
MDRT = $87,900 or $386
Court of the Table = $263,700 or $1,156
Top of the Table = $527,400 or $2,313



171

Annual Meeting Proceedings | 2012©Million Dollar Round Table

Be a Top Producer by Working Four Half-Days a Week

Regardless of your level, having two closing meetings 
daily every workday probably accomplishes it. You see, as 
you grow in your business with time, the cases simply get 
bigger. Ask anyone.

Let’s talk about the two most overused terms in goal set-
ting: vision and mission. I used to ask myself what they meant. 
What was the difference? In my mind, vision is the destina-
tion. Mission is how you see getting there. Here are ours:

Vision: JL Davis is the most trusted professional and per-
sonal advisor to our chosen clients.

Mission: We are caring professionals who provide excep-
tional personalized service and superior wealth management 
that delights our clients and their advisors. We intend for our 
relationship with them to last a lifetime.

So what is your destination, your vision? How do you see 
getting there—your mission? Write them down.

Now we’re rocking. All that’s needed now is to manage 
your time—effectively.

Effective time management is doing the right things 
right. Early in my career, it took a little longer. For about 
the first 15 years, it looked like this: 7:00 a.m. to 7:00 p.m., 
Monday through Friday, and Saturday mornings. I had very 
little free time. 

Today it looks like this: 7:00 a.m. to about 1:00 p.m., Monday 
through Thursday, with Friday morning optional. Plenty of 
vacations and maximum free time. The difference? Leverage. 
Leveraging the talents of others and leveraging my own talent. 

You see, all of us start on the activity-based model. In 
my case, it was the one-card system and 10-3-1, that is, 10 
contacts equals 3 appointments equals 1 sale. It was great, it 
was necessary, but there is a time to graduate. I graduated to 
a quality-based model: 1 quality contact equals 1 meeting 
equals 1 client for life: a continuous revenue stream (not one 
sale). I hasten to add, it doesn’t always work, but it works 
more often than not. It’s called a “quality referral.” 

In days gone by, we had no test for a potential client. No 
criteria—any sign of life would do. But today a potential cli-
ent must meet three criteria. First, there must be chemistry. 
You know what I’m talking about. You just know, and they 
do too. Second, they must have investable assets of $500,000 
or more for me, and $100,000 or more for Jeremy. If not, 
we will direct them elsewhere but stay with them until they 
find someone. Finally, we must believe that we can provide 
them with value. Meaning, we truly believe we can work 
with them to make their financial lives significantly better. 
If we don’t see how, we can’t work with them. That rarely 
happens, but now and then it does.

A moment ago, we talked about leverage. Here’s what 
I mean. In years past, I focused on my money too much 
and tried to keep too much of it by not spending enough 
for quality staff, but rather doing everything myself with 
minimum-wage part-time staff. They didn’t really like me 
and I didn’t really like them much, but we were convenient 
for each other! They weren’t committed to helping me meet 
my objectives, and, sadly, I did not help them meet theirs. 
Not a good formula for high production or large amounts of 
free time. I’m happy to report that we’ve turned that around 
180 degrees.

Today I do only that which only I can do. And I do it 
with well-paid, competent staff—I’ll detail our team later— 
who are committed to our goals as well as to their own. Here 
are my seven duties:

1. Meet with clients, review their objectives, and manage 
their assets in concert with our team

2. Speak on the phone with clients about matters of im-
portance requiring my abilities

3. Stay fit and healthy by taking time off
4. Read and learn prodigiously
5. Cultivate professional relationships that produce refer-

rals and business
6. Inspire our team (and be inspired by them)
7. Plan and vision the future
Ladies and gentlemen, stop doing what others can do. Do 

only what only you can do.
Let’s talk about client advocate marketing. Our founda-

tion is that all marketing is based on respect, admiration, 
and love of our fellow man. We use strategies and tactics 
to replicate our best clients by developing an emotional at-
tachment with them. A word of caution, though; it must be 
subtle and it must be sincere. So that’s the foundation, but 
how about the component parts?

Early on we used network endorsements, cold calls, 
phone solicitors, direct mail, and, most of all, shoe leather. 
We worked hard. But once we learned that promoting refer-
rals worked (notice I did not say “asking for them”), results 
got much, much better. So we promote referrals in every 
conversation—in our phone greeting, at every meeting, at 
every client event. All the time. In return, we receive a steady 
stream of quality referrals. Do you? You can if you replicate 
the last two sentences. Promote in every conversation. Did 
you know that, according to recent studies, at any point in 
time as many as 25 percent of your clients are already refer-
ring you? Are you hearing about them? We make sure that 
we do by staying in constant touch.
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Our client advocate marketing method includes a lot of 
things: approximately 90 contacts per year, including 52 
contacts done by email with market updates, using a per-
sonally written introduction. Yes, we do it every week, and 
we blog it. It’s available through our website and distributed 
to all of our approximately 1,000 clients and contacts every 
single week. A quick clarification, though. We never send 
junk. I or my sales assistants contact every client every 90 
days. What do you send to people? In a little while, I’ll talk 
about the client events and other contacts. We are 100 per-
cent referral based. 

We use well-thought-out strategies and tactics, and we 
execute them monthly. And we grade ourselves. An example 
of some of the categories we use: client events, client “rou-
tines,” letters and emails, weekly commentaries, conference 
calls, charity events, advisor marketing, and other methods.

We also have fabulous trips that involve our clients and 
make sure we are doing it in a compliant fashion. Here are 
some examples: 
•	 Ski	trips	(we’ve	rented	the	Ski	Train	for	several	years)
•	 Motorcycle	trips	(from	Colorado	to	California	and	many	

points in between)
•	 Golf	outings	(routinely	with	clients	and	prospects)
•	 Referring	client	acknowledgement	every	year	with	a	“Tif-

fany dinner”
Recently, we began doing some marketing via the 

Internet. We have an incredible website—do you? Your 
clients do the same thing you do when they want to know 
about people. What is it? Right, they Google them! Do they 
find you immediately? They find us. 

 The website is today’s marketing forum of the future. We 
believe that very soon most of our meetings will be done via 
our website using video links. We are already preparing for 
that day, as you’ll see. 

 So how do you get from a one-man band to a team? Easy. 
Start with one person. Begin with a part-time assistant, and 
then add someone else. Hire based on intelligence and drive. 
Learn about and help them achieve their goals. Very simply, 
if they aren’t motivated, they will not work. 

If you don’t have a team to photograph (and you should be 
photographing and promoting your team), then photograph 
those who support you now. In the early days, I simply took 
agency support associates and paid for a studio photograph 
of each person and a group photograph of all of us. They 
loved it, and so did I. And I could show off my team, even if 
it wasn’t exclusively mine. Here we are through the years. As 
you can see, I haven’t changed much. [visual]

Today each team member has specific duties that you can 
see below. I’m not going to get into these at present, as they 
are all noted here. If you want to think carefully about what 
you need to have people do, simply edit ours to your taste 
and get to work. Our purpose as a team is to amaze our cli-
ents—some call it client service. We call it client amazement.

Let’s talk about client service. We don’t do it! As I said, 
we do client amazement. We’re not in business to service our 
clients; we are in business to amaze them.

Everything is a system. Our business is fully branded, 
and all materials are consistent. We use state-of-the-art 
comprehensive wealth management software and have de-
veloped a fully engineered client experience. As you’ve seen, 
our client contact is automated and systemized. Ninety-five 
percent of meetings are in the office or conducted via web 
conference. Our clients are segmented and categorized. 
“Directors” are those providing us $12,000 of annual rev-
enue. “Presidents” are those providing us with $3,000 to 
$12,000 annually, and “Express” clients provide us with 
under $3,000 annually. 

We use cutting-edge technology—networked databases, 
all information on all our clients for all our associates, all 
the time. We practice the “law.” Every interaction with cli-
ents results in an entry in their electronic history. We use 
Copytalk to dictate notes, letters, emails, and staff action. 
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A large number of our meetings use Adobe web conferenc-
ing, with the clients seeing our materials on their computer 
screens. Our iPhones and notebooks are state of the art. Our 
technology rocks. Does yours?

What about the client experience? Everything we do 
ensures that it’s first class. You already know what we do 
outside the office, with great client events and activities. If 
you’re our client, and you come to our office, everything is 
designed for you. The reception area is warm, bright, and 
inviting. The furniture is high quality. Your favorite read-
ing materials are right there, as is your favorite drink. While 
you wait for three to five minutes, our team members gently 
chat with (and interrogate!) you. When you’re brought into 
our state-of-the-art conference room, you’re going to witness 
a dazzling presentation with beautiful materials, including 
your updated wealth management plan, bound and profes-
sionally presented. Did I mention that all your forms are pre-
completed and tabbed for your signature? Our objective is 
your financial success and meeting your every goal. We also 
expect to receive high-quality introductions and a lifetime of 
continued business.

Compensation in our business is an open book. We be-
lieve our clients are entitled to know how we are compen-
sated, so we explain it to them, invite their questions, and 
make sure that we are on the same page.

There you have it. Forty minutes ago I told you that you’d 
go for a ride. You have. I told you that I’d give you the five 
key elements for top production:

1. Meaningful goal setting
2. Effective time management
3. Marketing for client advocates
4. Stellar team development
5. Client amazement systems
You now have them. I told you that you’d see how to 

be a top producer by working half-days for four days a 
week. Now you can. Let’s finish that 103-year-old poem we 
started with:

If
If you can keep your head when all about you 
Are losing theirs and blaming it on you,
If you can trust yourself when all men doubt you,
But make allowance for their doubting, too;
If you can wait and not be tired by waiting,
Or being lied about, don’t deal in lies
Or being hated, don’t give way to hating,
And yet don’t look too good, nor talk too wise:
If you can dream—and not make dreams your 

master; 
If you can think—and not make thoughts your 

aim,
If you can meet with Triumph and Disaster
And treat those two imposters just the same; 
If you can bear to hear the truth you’ve spoken
Twisted by knaves to make a trap for fools,
Or watch the things you gave your life to, broken,
And stoop and build ’em up with worn-out tools:
If you can make one heap of all your winnings;
And risk it on one turn of pitch-and-toss,
And lose, and start again at your beginnings
And never breathe a word about your loss; 
If you can force your heart and nerve and sinew
To serve your turn long after they are gone
And so hold on when there is nothing in you
Except the Will which says to them: “Hold on!”
If you can talk with crowds and keep your virtue,
Or walk with Kings—nor lose the common 

touch,
If neither foes nor loving friends can hurt you,
If all men count with you, but none too much;
If you can fill the unforgiving minute
With sixty seconds’ worth of distance run,
Yours is the Earth and everything that’s in it,
And—which is more—you’ll be a Man, my son!
  (Rudyard Kipling, “If ”)




