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| CHAPTER 1 | 
 

Understanding Your Cash Flow 
Your Business Doesn’t Just Run On Sales 

 
 
 
Q | What is cash flow?  
 
A | It’s not that complicated. It’s just the money flowing 
in and out of your business. That’s all. 
 
If you have more money coming in you have a positive 
cash flow. If you have more money going out, you have a 
negative cash flow. (That’s about as academic as I’m 
getting here. You don’t need an MBA to run a tool 
business. You just need a bit of common sense and a 
strong work ethic.) 
 
Let me state the obvious: Negative cash flow isn’t good. 
 
You can’t last long if you spend more than you make. It 
doesn’t work in business. It doesn’t work at home. It 
doesn’t work in government. (OK. Sometimes it seems 
government feels exempt … don’t get me started!)  
 
Here’s a cash flow analogy: Think of cash as the gas in 
your truck’s tank. Cash fuels your business. If you run 
out of cash, your business engine will quickly sputter 
and die out. You need cash to fuel inventory, overhead, 
loans, taxes, insurance, and, hopefully, a paycheck once 
in a while.  



2     | Driven Selling 

 

2	

 
You fuel up. You use fuel. You refuel. It’s just that simple. 
 
The “cash” in cash flow isn’t only about physical 
greenbacks you can stuff in your mattress. It’s as much 
about “digital dollars” in your bank account as it is 
money in your cash drawer. It’s what a CPA might call 
“liquid assets”.  
 
But credit is not cash. Inventory is not cash. Receivables 
are not cash. Cash is the money you’ve collected and can 
spend by opening your wallet or writing a check. 
 
In out analog, if you run out of gas or if you run out of 
cash … you’re stranded. So you’ve got to keep your eye 
on the gauge. In the case of cash flow, the gauge is 
specific numbers on your weekly reports.  
 
Q |  I’m making my sales goals, but I’m always broke. 
 
A | Don’t make the common mistake of confusing sales 
with cash flow. You can have tens of thousands of dollars 
in sales on your books and nothing in the bank. You need 
to keep an eye on your collections or you’ll find yourself 
unable to pay your bills on time. Cash flow is all about 
timing. When your bills come due, timing is everything. 
 
Imagine it like running out of gas on the way to the gas 
station. It doesn’t matter how close you are, if you don’t 
make it to the pump before you run out of fuel, you have 
a problem. It’s the same thing if you run out of cash. 
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Why Cash is King 
About half of all new small businesses in American fail in 
their first five years, according to the newest statistics 
from  Small Business Administration. Most don’t fail 
because they aren’t polite, friendly or lack product 
quality. (Although all those things are keenly important.)  
 
According to Dun & Bradstreet, 90% of small business 
failures are caused by poor cash flow. 
 
I want to help you do everything possible to avoid 
becoming a statistic -- or at least not a bad statistic. I 
want your business to grow and flourish. 
 
 
Hitting The Wall 
Even if you have been in business for decades, you can 
still hit a cash flow crunch at any time if you aren’t 
keeping an eye on your numbers. And anything from 
personal financial crisis to a natural disaster or from a 
regional economic downturn to a family illness can 
affect the cash flow in your tool business. 
 
Unforeseeable issues happen. You wouldn’t be the first. 
You wouldn’t be the last. I’ve spoke to many dealers who 
have hit on hard times. They’ve dealt with everything 
from losing their entire inventory to burying a child. 
Most of them have gotten back on track, in part, thanks 
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to the support of kind, thoughtful managers, customers 
and other dealers. 
Business issues pale by comparison to life’s tragedies. 
 
A financial storm, like any storm, is best weathered by 
being prepared. Expecting the unexpected and having a 
plan is important.  Obviously, you can’t plan for every 
contingency, but plan for what you can. 
 
 
My Fueling Comparison Fails 
I admit, there’s a flaw in my gas/cash flow analogy. 
Although there’s a limit on how much gas you can put in 
your gas tank, there’s no a limit on how much cash you 
can collect and stash in the bank. It’s only limited by 
your time and customer base. 
 
The difference between what you collect and what you 
spend is your cash reserve. Having a strong cash reserve is 
imperative to withstanding a financial storm. 
 
 
Know Your Numbers 
“Business is a game. You keep score with money,” said Atari 
founder Nolan Bushnell. How do you know if you’re 
winning if you aren’t keeping score? 
 
Every week you should be looking at your reports to see: 
 

• What were your Total Sales for the week? 
• What were your Total Collections this week? 
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• What is your Average Time Payment Turn? 
• How many Active Customers did you have? 

I may not use the same terms your flag uses, but the 
concepts are all the same. You are measuring sales, 
income, payments and number of customers. 
 
Total Sales 
If you aren’t making enough sales, you aren’t keeping 
the funnel filled. That is, you aren’t putting enough out 
there to keep collections humming along next week, and 
the week after that and … you get the point.  
 
Every week you should sell at least as much as you 
collect. Preferably more. 
 
Total Collections 
Knowing your Total Collections means you know how 
much cash you put in the bank this week. This is the 
money you need to pay your bills. First your business 
expenses, then your paycheck.  
 
I assume you know your monthly “nut.”  That is the 
amount of money you need to collect every month to 
break even. If not, it’s a number you need to know. 
 
Divide your monthly break even by four. Now you know 
about how much you need to collect every week just to 
make ends meet. Using this method, you should have an 
extra four weeks “slush money” at the end of the year. 
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Of course the goal isn’t to break even. It’s to exceed that 
number. You didn’t take on all the risk and headaches of 
starting a business just to break even. 
 
 
Time Payment Turns 
Some flags suggest TPT can be the single most 
important number in your reports. I think it’s 
important, but you could have excellent TPT and not 
enough Active Customers and then your TPT numbers 
are not telling you the full story.  
 
You should average between 4 to 6 week Time Payment 
Turns on each sale. That assures your customer is 
paying your product cost in the first few weeks. 
 
 
Active Customers 
A customer is a customer, right? 
 
No. Just having someone’s name on your books doesn’t 
make them a customer. An Active Customer is one who 
is actively buying from you. The difference is huge. 
 
Say you have 500 customers on your books. That sounds 
great! But, the bigger question is: how many of them are 
Active Customers? Which ones are buying from you 
regularly and making a payment every week? That is the 
number that makes the difference. 
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The average Time Payment customer is paying between 
$50 and $75 a week. The average Tool Dealer has about 
200 active customers. Where does that put you?  
 
Are you average? Above average? Below average? 
 
Do the math.   
 
 
He Who Runs Out Of Cash First, Loses 
The goal of this book is to help you avoid running out of 
cash. It’s to give you the financial and marketing tools to 
turbocharge your sales and collections. As you and I 
both know, that’s easier said than done. 
 
Cash flow has a specific meaning to folks with MBAs. It’s 
all about the flow of income and outgo. It’s only about 
spreadsheets and income projections. But for this book, 
I approach it as a slightly broader idea. I cover things 
outside traditional financial and accounting thinking. 
 
I chose that approach because Mobile Tool Distribution 
is a very different business. I cannot think of another 
single business that follows the same business model. 
 
You’ll see what I mean about the scope of my approach 
the chapters ahead. I cover the obvious Time Payment 
collections issues, but I also talk about sales and 
collections games, time management, and tool and 
equipment leasing arrangements. 
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Staying On Top of the Bottom Line 
This book is all about your bottom line. You need to 
manage your sales to be profitable. You need to manage 
your collections to maintain a solid cash flow. You need 
to grow your Active customer list to stay profitable. And, 
together, this boils down to managing your cash flow. 
 
It’s sounds simple. But it’s not always easy. 
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| CHAPTER 4 | 
 

Making Collections A Game 
How To Improve On-Time Payments 

 
 
 
Q | What can I do to get my customers to be more consistent 
with their payments? My slow pays are growing. How can I 
stop customers from falling behind? What kind of 
consequences work best? 
 
A | I don’t think “punishing” your customers is the 
answer. You need to go back and sell these same 
customers next week. 
 
Perhaps you aren’t establishing your expectations 
upfront and consistently reinforcing them. Groups of 
customers don’t usually fall behind unless you become a 
bit slack in your collection practices.  
 
Are you starting off right? I assume each customer gets 
“The Speech” before you start your first time purchase. 
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Be sure you’re firm. Be clear with each slow paying 
customer about why on-time payment is so important.  
 
This is your personal money you’re lending, not some 
faceless corporation’s cash. If he doesn’t pay his bill on 
time, then you can’t pay your bills on time. And you’re 
both just trying to make a living. 
 
It’s Not Personal 
Being straightforward and firm usually works with most 
customers to get them back on track. It may be a bit 
uncomfortable for you, but in the end it builds respect.  
 
If you’re a parent you understand how it works. Once in 
a while, you need to be the enforcer. If you’re not a 
parent, it may help you appreciate what your parents 
went through. Believe it or not, they actually meant it 
when they said “this is harder on me than you.” 
 
If your customer is genuinely having hard times, you can 
be sympathetic. We all know what that feels like to have 
a financial crisis or two. Be human. 
 
But as uncomfortable as it is you still need to collect 
your money or ask for the tool back. In some ways you 
are doing them a favor by taking a payment off their 
plate. The electric company won’t be so kind. 
 
Remind them, this is just business. It’s not personal. 
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Leave repos as your last resort (see the Chapter 8 on 
Repossessing). It’s awkward and can burn a bridge. But 
if it’s a bridge to nowhere, the risk of bridge-burning 
may out weight the risk of missing your next mortgage 
payment or truck lease installment. 
 
On the other hand, if it’s a serious tragedy like the death 
of a spouse or child, perhaps a charitable gesture is in 
order. It’s your call. Every rule has an exception. 
 
The Carrot vs. The Stick 
Before ever resorting to sticks, I’d try using carrots. 
Consider using incentives to encourage customers to 
stay current – and even ahead of schedule. This is 
especially a good idea if you’re planning a vacation and 
want to collect ahead for the week you’re gone. 
 
Drawings and games, for example, can make collections 
painless – even fun, while boosting overall sales. 
 
“Lately, I’ve been doing a lot of raffles and giving away 
things like a free (tool) cart, television and baseball 
tickets,” says Spotsylvania, Va.-based Matco Tools 
distributor John Luehrs. 
 
When possible, he tries to time his prizes to the season.  
 
For Valentine’s Day Luehrs has given away a gift basket 
with a necklace and gift cards that the winner can give 
to his girlfriend or wife. 
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Whether wanting to increase sales, step up collections, or 
draw-in new customers, Luehrs creates a raffle targeted 
to that goal. When he tells techs in the shop about his 
newest contest, many will come out to the truck just to 
see the prizes and a lot end up buying a new tool. 
 
Not All Prizes Are Equal 
When choosing prizes, be aware that tangible prizes 
usually trump cash. While customers may appreciate 
money, it isn’t as motivating as a tool, a toy, a television 
or a couple of sports tickets.  
 
Luehrs says in his experience that the better the odds of 
winning, the more likely people are to participate, so he 
tries to have multiple prizes for his raffles and drawings. 
 
Prizes don’t have to cost a lot. It’s more about the 
perceived value. For example, Luehrs saves tools he gets 
for free or at a deep discount through various Matco 
promotions and uses them as prizes. He tries to keep the 
total out-of-pocket cost of prizes under $300. 
 
“You want to make your margins and you want to pay 
for the contest,” Luehrs says. So, you just have to do the 
math to make that work out for you. 
 
He avoids using self-promotional, franchise-branded 
merchandise like hats, T-shirts or pens as prizes. He 
uses those as personal gifts to build his relationship with 
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customers. He focuses on fun stuff for sales and 
collections contests. 
 
Even if your game’s goal is to increase sales, a ground 
rule should be set that your customer needs to be 
current on their payments to participate. That way you 
can increase both your bottom line and your cash flow. 
 
Q | I do a raffle about once a month to bump up sales. They 
used to work well. Lately, they aren’t drawing like they used 
to. Do you have any ideas of how to spice things up? 
 
A | Variety is the spice of life. But once a month may be 
too often for your raffle. Most dealers say they run a 
contest or drawing about once a quarter or at most once 
every two months. If you have a contest going all the 
time, you lose the sense of novelty and excitement. 
 
Yo Ho Ho And A Big Surprise 
Also, try shifting from a plain-vanilla drawing to 
something with a fun and engaging theme. Matco 
distributors Duayne and Susie Sharpe of Kaufman, Texas 
infuse their games with a bit of fun and creativity. One 
of their most popular games is a pirate’s chest 
sweepstake. 
 
“We don’t tell them what’s in the chest, but tell them 
that it’s a certain dollar value,” says Duayne Sharpe. The 
mystery fuels the energy and enthusiasm for the game. 
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The game runs several weeks. First, customers who 
made a minimum $200 purchase and whose account is 
current get to write their name on an envelope 
containing a key. In the final week, the customer gets to 
try his key. Only one key works to open the chest. 
 
“The anticipation builds up with all the guys waiting to 
try their keys,” says Sharpe. “It was awesome!” 
 
Grab Bag Grabs Attention  
In a holiday “grab bag” giveaway, customers earned 
raffle tickets according to how much they paid on their 
account that week. Every Friday night they drew the 
winner of the prior week’s gifts. Customers had to come 
on the truck to match their ticket to the gift bag to claim 
their prize. 
 
Q | I’m burnt out. I’ve been a distributor for about seven 
years. I love the job, but I’m in a rut. Sales are flat and I’m 
not as stoked as I once was. What can I do to get motivated? 
 
A | How can you get your mojo back? Good question.  
 
Here are a few random tips to rekindle the fire: Take a 
vacation or a couple long get away weekends. Change up 
your routine or your route (run it backwards one week). 
Listen to motivational CDs between stops or while 
restocking. Meet up with other dealers and talk shop. 
Meet up with friend and don’t talk shop. Change your 
truck layout. Wear a goofy costume to work. Smile more. 
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Here’s another possible cure for that seven-year-itch: 
challenge other dealers in your flag to a sales contest. 
 
You can run it yourself or suggest the idea to you district 
manger. You can compete against a bunch of other 
dealers or just go one-on-one with a dealer you know. 
 
You can put up cash as a reward for the winner, or you 
can make up consequences for the loser. One dealer I 
know had to wear a bunny suit for the day because he 
lost a competition with another dealer. I’m sure you can 
imagine that stirred things up for everyone. 
 
 As with any contest the only lim 
                                                                                                                                                                                                                                                                                          
it is your imagination. 
 
Q | I’ve heard contests can increase customer involvement 
and sales. How do I organize a contest? 
 
A | You can use a contest to get customers to come out to 
your truck, to buy more stuff and even to be consistent 
about making their weekly payment. 
 
Technically a “contest” is judged on a skill or talent — 
like American Idol or Dancing with the Stars. So, unless 
you’re asking customers to salsa, or something, what 
we’re actually talking about is a “drawing.” The reason it 
matters is a legal one. You can charge someone to enter 
a contest. A drawing must be “no purchase necessary,” 
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or it becomes an illegal lottery. (I’m a marketer, not a 
lawyer, and situations vary. So, ask your attorney or DM 
about the local laws and such on this.) 
 
To sidestep legal issues, give everyone coming out to 
your truck an entry form. Then, give customers an extra 
entry for making a purchase and another entry slip for 
making a payment. (In the McDonald’s Monopoly game, 
for example, you get more game pieces for buying more 
stuff. It’s legit and increases their sales.) 
 
Creating Customer Incentives 
Drawings are a fun way to train your customers to be 
better customers. The more a client is rewarded for 
doing what you want, the more likely he is to keep doing 
what you want him to do, such as buying new stuff or 
paying on time.  
 
Like training a horse, there are two ways to get 
customers to follow your lead: a “stick,” such as 
punishing him for missing a payment, or a “carrot” like 
rewarding him for being consistent on his weekly 
payments. Which would you prefer if you were the 
customer? 
 
A one-time drawing can be fun and engaging. But a 
regular drawing can be more effective. Customer loyalty 
is boosted if you run a drawing every two a three 
months. When customers choose to buy from you over 
the competition to get more entries in your drawing, 
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they are forming new buying patterns.  
 
A rewards program is another good way to create more 
loyal customers. We’ll deal with that later. 
 
Q | I get the sense that my competition is getting more 
mileage out of his raffles and giveaways than I am.  
 
What can I do to improve my results? 
 
A | It’s a game. The more fun you make the game, the 
more people will want to be a part of it. 
 
A good drawing requires getting a few simple details 
right from organizing the details to drumming up 
excitement to pulling and announcing the winners. 
 
Here’s an outline of how to run a successful drawing: 
 
Set A Schedule 
Some dealers like monthly drawings. That’s fine, but I 
think a drawing once a quarter is better.  
 
For example, you can afford to give away bigger prizes 
every quarter than every month. When given the choice 
between a smaller prize with better odds and a bigger 
prize with lesser odds, more customers will be drawn to 
the bigger reward. But it can vary. 
 
It’s also obviously also less work if you only have to set 
things up and gather prizes every 90 days. 
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Choose Prizes 
There are many prize sources. You could ask your flag, 
WD or supplier to pitch in a free product, or you could 
ask to buy one at a deep discount. You could give away 
branded jackets, shirts or hats. Or you could give away a 
gift certificate for certain items on your truck like “Good 
for $50 toward any socket set or crow’s feet. May not be 
redeemed for cash.”  
 
By determining what they can spend the gift certificate 
on, you can direct them toward certain items you want 
to promote and/or items that have higher margins and 
cost you less to give away. 
     
Prizes like gift cards for local stores or restaurants or 
iPods are nice, but will likely cost you much more. 
You’re the tool guy. Make your prizes tool-related!  
 
Think creatively. It’s also a good idea to change up your 
prizes every month to keep the contest interesting. 
Some dealers sweeten the pot during historically slow 
sales months with bigger prizes. That can work. But 
during a period like the winter holidays, discount 
pricing and value-added deals can work better.  
 
My take is to give away bigger prizes during your biggest 
sales months. That’s because it can help you sway sales 
away from the competition when customers are 
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spending money – and you’ll likely have more money in 
your cash flow to spend on the prize. 
 
Set the deadline 
Consistency is key to running a successful contest. It’s 
best to set the deadline so you draw your winning entry 
around the last business day of the month. That’s 
because it easier to remember the August drawing is the 
last day or August that to remember it’s the third 
Tuesday or some other obscure date. 
 
An exception is if you can tie your promotion into a 
holiday. The Independence Day Drawing can end the 
last working day before July 4th. 
 
Make sure everyone knows the deadline. Write the last 
day and drawing date on your entry forms (if you print 
them) flyers and poster.  
 
Create an entry form and rules 
I’m a huge proponent of technology. But, I’d say avoid 
online entries for your drawing. It’s best to stick with 
paper and pen. It’s easer to control a fishbowl or box 
with entries than to oversee the honesty of an online 
entry. And a physical form brings guys out to your truck. 
 
The form can be simple. Just ask your customer for his 
name, cell phone number and email address. Add a 
check box that reads “put me on your email list” so you 
can beef up you email promotions. Rather than a 
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fishbowl, I’ve seen dealers using a huge “pickle jar” with 
a slot in the top -- so no one can snatch entries. 
 
You’ll want to set some rules for the contest. You can put 
them on the entry form or your poster. For example, you 
might limit a customer to winning a prize every six 
months. (I think that’s legit. Radio stations do it all the 
time. But again, ask a lawyer or your District Manager to 
be sure what’s legal in your area.) 
 
Promote the contest 
Make a big poster or get a dry erase board that you can 
reuse every 3 months to promote your contest. Since 
you’re changing the award regularly, leave space 
changeable prize photos and description on the poster. 
 
Also, mention the drawing when talking to customers, in  
promotional flyers, emails, and on Facebook, Instagram, 
and/or Twitter (or whatever social media you use). 
 
Draw a winner 
This is the fun part. To avoid any controversy, gather a 
group of customers on the truck, ask one of them to 
reach in the container and draw the winning name at 
random. Be sure to stir-up the entries so the first ones 
and last ones are all mixed together. When you get the 
winning entry, announce the name in front of everyone, 
then call or email the winner to personally congratulate 
them on winning.  You may also want to get a photo of 
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the drawing customer with the winning entry to further 
confirm everything is on the “up-and-up”. 
     
Announce the winner 
It’s a good idea to create a smaller poster that says 
something like “Last Drawing Winner” where you can 
display the winner’s entry form, or you can take a quick 
photo of the winner and put it on the poster (with the 
winner’s permission, of course.) You can also mention 
them in your emails and post them on Social Media. 
Seeing other winners will excite more customers to 
participate in future drawings. 
 
To sum it up, by rewarding the behaviors you want, like 
coming out to your truck, buying more often, and paying 
on time, chances are you’ll find more customers doing 
what you want without feeling pushed. Especially when 
it comes to collections, carrots are a lot nicer than 
sticks. 
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| CHAPTER 5 | 

 
Buying More Time In Your Day 

We All Get 8,765 Hours A Year, Why Do Some Get 
More Done? 

 
 
Time is money. It’s how you choose to use your working 
hours as a tool dealer that maximizes your income. 
 
Robbing hours from your personal life may increase 
your cash flow -- temporarily. But it will decrease the 
quality of your life and can affect your overall energy. 
I’ve recently learned this in my own life. 
 
I don’t want to live to work. I want to work to live. 
 
But work/life balance can be hard to juggle sometimes. 
 
Here are some dealer questions that revolve are the pros 
and cons of working with family or friends to free up 
more of your time for profit-making work. 
 

Helping Hands: Buying Time 
 
Q | There isn’t enough time in a day to get all my work 
done. Are there any time management tricks distributors 
are using to put more hours in their day? 
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A | Time management can help your gain small 
increments of time. Over a year you can save hours. 
 
 
Although good time management is imperative for a tool 
dealer, you aren’t going to add a full day to your 
workweek by only taking right turns with your truck or 
anything silly like that. (Although UPS claims their right 
turn routes save them significant miles and fuel.) 
 
But you can do what I call buying time. 
 
After Day One as a tool dealer, you know it’s a big job.  
 

The good news: you’re the boss.  

The bad news: you’re only employee.  

 
That means you’re in charge of sales, operations, 
bookkeeping and everything else right down to 
sweeping the floor and tossing the trash. But you don’t 
have to go it alone. 
 
Many distributors have found involving their family in 
the business can be profitable. Some find it fulfilling to 
work together, teach their children values, and get back 
some time better used on other tasks, like selling and 
collection more money.  
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You can make more personal and family time, too. In 
fact, that’s why for many tool distributors, the tool 
business is a family business. 
 
“I tell everyone my wife runs the business; I just drive 
the truck,” says Mac Tools distributor Dennis Hash 
whose wife, Christy, runs the “back office.”  
 
Hash’s son, Donovan, and daughter, Alyssa, excitedly 
badgered him to wash the truck or help out in the 
business when he first launched his tool business.  
 
“That was then,” laughs Hash. “The ‘new’ has worn off 
now.” Apparently the kids are no longer clamoring to 
help out, it has now become a job. 
 
Hash, whose Northwest Arkansas route includes 
Walmart’s home office in Bentonville, says he knows all 
about family business. His parents, brother and sister all 
own businesses and he grew up on the family 
orchard/nursery. But the last thing he wanted to do was 
run his own business. 
 
“I just wanted a job where I’d punch in and punch out,” 
says Hash. Over time, he realized business ownership 
was in his blood and he got into the tool business.  
 
“Eventually, you turn into your parents,” Hash jokes. 
 
To make the best use of your family’s time, try aligning 
your family members’ skills and talents with your needs.  
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Tap Your Talent Pool 
If your daughter is artistic, ask her to create your signs. 
If your son is a techie, let him help set up your new 
laptop. They’ll enjoy the job more and you’ll have a 
weight off your shoulders.  
 
Obviously, things like sweeping the floor don’t involve 
skill or talent. They’re just some of the “gotta-get-done” 
jobs in life. Assign them as appropriate. 
 
Q | A lot of distributors put their wives and kids to work. I 
don’t have a family, yet. And if I keep up the long hours I’m 
putting in, I probably never will. What can I do? 
 
A | First, let me clarify – I’m not saying anyone should 
use family members as free labor. (I call it “buying time,” 
not “stealing time.”)  
 
If your kids do real work, they should get at least a 
modest compensation for their contribution. Paying 
your kids for working may even have positive tax 
implications. Ask your accountant. 
 
When Mac Tools District Manager Jim Holtz of West 
Valley, NY was a distributor, he says he felt it was 
important to teach his kids a work ethic by getting them 
involved in doing small things like breaking down boxes 
or sweeping the truck.  
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He gave them a modest paycheck for their service and 
feels that it helped teach them the value of money. 
 
Part-Time Adopt-A-Kid 
Second, if you don’t have a family or your family 
members aren’t able to help, think about hiring 
someone else’s family members. 
 
That’s what Mac Tools distributor Mike Kovoukian of 
Rensselaer, NY does. His wife, Linda, works an outside 
job but still makes time to help. And his daughter, 
Marissa, helped him out as she could before moving out 
on her own.  
 
But now, Kovoukian’s district manager’s teenagers help 
him clean his truck on weekends. A baking-inclined 
neighbor often makes brownies and cookies for his 
customers. He even had a volunteer workforce of friends 
and neighbors that helped him swap inventory when he 
changed over to a new truck a while back. 
 
Meanwhile, many distributors like Matuk say some 
customers are like extended family. He’s had lunch 
every Tuesday for years with a group of customers. And 
he’s even been invited to several customer’s family 
birthday parties and weddings. 
 
So, you don’t need a family for your business to be a 
family business. It’s about making the work rewarding. 
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Sometimes it’s not just about having a helper or two, but 
more about having a partner. That takes working with 
someone who is as invested in the business as you are. 
 

Beyond Help: Partnering for Profits 
“I told my wife she can never die before me or I’ll be in 
trouble,” jokes Mac Tools distributor Joe Matuk, who 
says Geri, his wife of over 25 years, is the backbone of his 
operations. “This is our business, it’s not just my 
business.” 
 
Since they opened their franchise serving Chicago’s 
South Suburbs over a decade ago, Geri has handled 
ordering, checking-in inventory, and bookkeeping – 
giving Joe more time for sales and collections.  
 
Joe and Geri don’t just work well together in business; 
when they were first married, they tore off three layers 
of roofing and re-shingled their home together.  
 
Now that’s a power couple! 
 
Q | My wife hasn’t been involved in the business much yet. 
But now it’s grown to the point where I could use her help. 
Should I ask her to help? What if it doesn’t work out? 
 
A | “I recommend it,” says Mac Tools distributor Josh 
Canal, whose wife, Katie, runs the back office and rides 
with him a couple days a week on their Fort Worth, TX 
area route.  
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“We’ve learned a lot about working together,” Josh and 
Katie, who met in college, have discussed some day 
hiring drivers and creating a multi-route operation. (A 
multi-route? Now there’s a whole new level of “buying 
time” I hadn’t considered!) 
 
“There are days I think she wants to kill me, but that’s 
life,” jokes Josh about working together.  
 
Rather than homicide, I suggest you agree upfront on a 
trial period. If things don’t work out, just go back to the 
way things were before. No harm done. 
 
 
Q | I’m considering starting my own tool business.  How 
important is it to get my wife on board in the business? 
 
A | I believe behind almost every successful dealers is a 
supportive spouse. 
 
That doesn’t mean your spouse needs to be involved in 
the day-to-day stuff. Some are, some aren’t. But when 
you own a tool and equipment business, it’s really a 
family business.  
 
Although there’s a tremendous freedom, there are also 
issues that will affect your entire family. It’s a decision 
best made together. At the very least, your wife should 
be sold on the idea of being in business and all that 
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means. She may even be willing to commit to managing 
some ongoing tasks. 
 
As with any business, there are big time and financial 
commitments. Consider creating a list of pros and cons 
of becoming a dealer and be sure you can live with them.  
 
Without your spouse buying in on it, your dealership can 
become a tremendous source of contention. And it can 
be hard to focus on selling tools and equipment when 
your head is not in the game. Most dealers understand 
this and reach out to wives. 
 
One dealer told me his wife was so sold on him 
becoming a dealer that she completed and submitted the 
application packet before telling him. He had talked 
about “someday” becoming a dealer. She took the 
initiative for him and started the ball rolling!  
 
Today, he’s a successful dealer. 
  
Q | My girlfriend wants to get involved in my business. 
What should I do? 
 
A | If you’re asking for relationship advice, you’re well 
out of my league. I’m not “Dear Amy” or anything! 
 
But if you want her involved and you’re asking how to 
plug her in, I can speak to that. You don’t want to create 
unnecessary tension. So, first decide upfront what you’ll 
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do if either of you decides it’s not working out. Then 
decide what she’s comfortable doing.  
 
Once you’ve decided on the job, be sure you give her the 
freedom to do it. It can be easy to micromanage or be 
hypercritical. I know. I work with my wife, Beth.  
If I’ve learned anything in almost 20 years of marriage, 
it’s we are an amazing team when we’re working 
together. And we can be awful adversaries when we’re 
working against each other.  
 
Many wives and girlfriends tend to gravitate to 
bookkeeping, ordering or stocking according to the 
dealers I’ve met over the years. But that’s not for 
everyone.  
 
Some spouses/girlfriends are also involved in more 
creative ways. For example, Cornwell dealer Arnie 
Lindahl who serves the outskirts of Portland, Ore. says 
his wife Nancy has regularly baked cookies for guys on 
his route since he launched his route. They’ve become 
so popular that he has to hide them and hand them out 
one at a time or the guys early stops will take two or 
three, leaving none for the guys at the later stops. 
 
The best way to partner up is to pair the personality and 
skills with the tasks. 
 
Q | There’s a tool dealer retiring in my district. I showed my 
wife a Professional Distributor cover story about a woman 
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distributor, and told her she should take over the route. It 
could double our income. What do you think? 
 
A | Are you teasing her? Or are you tempting me? 
 
Assuming you’re serious, the last thing I want is for you 
to present my written advice to your wife. If you 
encourage her to get her own route because I said so, I 
could end up in a doghouse.  And you could end up with 
a resentful wife and a huge financial burden.  
 
So, I’ll steer clear of putting myself in harm’s way by 
recommending either choice. “Hell hath no fury as a 
woman scorned,” they say. I prefer cooler climates. 
 
Let me start with the obvious: the tool business isn’t for 
everyone. You need a certain personality and skill set to 
succeed. Your wife might love it and be great at it. Or 
she may not. You can’t force her to become something 
she isn’t. So even if she’s willing to try it, you’re best to 
test it out first. 
 
Playing Around 
Tony Orts, a Mac Tools dealer in suburban Chicago, 
once asked his wife, Debi, to take over his route on 
Fridays so he could have a “play day.” She did well, but 
after a while, Debi grew tired of working while he was 
goofing off. So she “quit.” 
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“It was a good run while it lasted,” laughs Orts. His wife 
isn’t involved in the day-to-day business any longer, but 
she will help out occasionally as needed. 
 
So ask your wife to try your route for a few days. Show 
her the ropes and then send her out on her own. If she 
thinks she would do well, give a second truck some 
serious consideration. If she’s not totally uncomfortable, 
at least you know she’ll be able to take over your route 
for a day or two if you get stuck with jury duty or need a 
sick day (or want to play hooky for the day). 
 
But don’t count on a second truck doubling your 
income. There might be some economies of scale, but it 
can also be a huge drain on your energy and finances. If 
she has her own truck, she won’t be able to pitch in and 
help you as often. 
 
Maybe a better option is for you to work the same truck 
together. That way you can cover more ground and 
increase your profits. Working together isn’t for every 
couple. Seriously consider all the angles of a new truck 
or working together before you dive in headfirst.  
 
All-in-all, it helps to find someone to share the 
workload. This lets you focus on sales, collections and 
fueling cash flow while someone else takes 
responsibility for oiling the gears that keep your 
business grinding along.
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| CHAPTER 6 | 
 

How to Finance Big Ticket Sales 
You’re a Tool Dealer, Not a Bank 

 
 
Q | I’m an independent tool dealer. The biggest hurdle to 
selling more big-ticket items like compressors to shop 
owners or toolboxes to techs is the financing.  
 
I’m not going to finance those huge price tags. But I hate 
turning sales away. And I don’t want the sale to cool off 
while they look for financing. Any advice? 
 
 
A | You’re wise not to tie up your cash in these big-ticket 
sales. You’re in the tool business, not banking. Carrying 
anything over a few hundred dollars or over more than 5 
or 6 turns is a risk you want to avoid. 
 
There are several options for your customer to finance 
capital equipment and big ticket purchases. Some may 
not be practical to a particular customer or situation. 
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And some will allow the customer cool off looking for 
payment options and waiting for approvals.  
 
I’ll list them all the alternatives so you have some idea of 
the broad spectrum of financial options. I’ve tried to 
clarify the pros and cons of each: 
 
Your Flag as a Financial Partner 
You could consider joining a flag (a franchise tool 
dealership). Every major flag has a financing program.  
 
If you’re a independent, I assume you’ve already been 
with a flag or chose not to join one. You have your 
reasons. Perhaps you cherish your independence. Maybe 
you’ve been burned . I respect that your decision is your 
decision. But not all flags are alike. Don’t let a bad 
experience turn you off for life.  
 
There are pros and cons of being independent. Not 
having a financing partner can be a big downside. 
 
Outright Purchase – Your customer may have the cash 
in the bank (or his mattress or whatever) to pay the 
ticket price in full. Don’t assume he doesn’t have the 
funds until he tells you otherwise.  
 
You may have heard this urban legend before, so I’ll 
make the story quick: A guy in overalls walks into a car 
dealership and buys a new pick-up truck. As the 
salesman begins to discuss loan options the buyer pulls 
a wad of cash and counts off the purchase price it full.  
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Some stories say it was Sam Walton, founder of Walmart 
Others say it’s just an anonymous rich farmer.  
 
Who he was or if it’s a true story doesn’t matter.  
 
The point is, don’t assume a customer can’t afford to pay 
cash. Doesn’t mater if he owns the shop and is driving a 
exotic car or is just turning a wrench and rides a 
motorcycle to work.  
 
 Ask if he’ll be paying cash or want your help financing 
the deal. Then pick up the next step and follow his lead 
from there. 
 
Bank Credit Line - A business owner may prefer bank 
financing. Sophisticated customers may already have an 
existing business line of credit they can tap without 
needing to jump through a lot of hoops.  
 
You can spot these customers because they likely run 
the shop as a manager (usually not as a wrench-turner) 
and/or he or she has multiple locations. These may be 
few and far between, but let them decide if they want to 
go this direction.  
 
Bank Loan – Some business owners may feel a bank loan 
offers better terms and lower interest rates.  
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However, most business loans today take a long time to 
clear, carry hefty origination fees and often require 
personal guarantees. This may make a bank loan less 
than desirable. And most banks don’t want to deal with 
loans under $10,000. So, this route is not as easy as it 
may sound and definitely slows down the sales. 
 
Credit Card – This is an option for both shop owners 
and technicians. Interest rates can be steep. But your 
customer may have low or zero percentage teaser rates 
for a short period of time.  
 
The downside? It will cost you a couple points to process 
his credit card on your merchant account and your 
customer could be socked with huge interest rates if he 
can’t pay off his purchase before the promotional period 
ends. That may not be the best option for either of you. 
 
Leasing - A best option for you, especially as an 
independent, may be to establish a relationship with a 
finance/leasing company. Your customer benefits from 
“one stop” convenience and you get to stay in contact 
with the customer. Since you’re part of the financing, 
you can help streamline the process. 
 
Companies like Lease Corporation of America (LCA) 
offer different financing options to fit the needs of the 
majority of your shop owner and technician customers.  
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LCA has a special expertise in automotive tool & 
equipment leasing, so they have created dedicated 
programs, says Lee Ritter,  
 
The Lease With The Most 
A simple personal lease allows technicians or shop 
owners to finance larger tool purchases or group tools 
into a single large purchase.  
 
This can help you finance a single product purchase like 
diagnostic equipment, a toolbox or other big ticket 
items. 
 
Or it can help you with a purchase of a bunch of tools at 
one time. Say a new tech wants to get a several hundred 
dollars worth of tools and you don’t want to carry that 
much debt for someone without a credit rating.  
 
Capital Equipment Financing 
The LCA Equipment Program was developed with the 
shop owner in mind. It offers your customer various 
options depending on what best fits their goals. 
 
Shop financing tends to have lower interest rates than a 
personal lease because a business tends to have a lower 
credit risk than an individual. 
 
Standard Lease – This provides straightforward12- to 
60-month lease payment terms. 
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 Zero Down, 90-Day Deferred – This allows a customer 
to put the new equipment to use earning profits before 
they start paying on the lease.   
 
Step Payments - 
 
Seasonal Payments -  
 
All of these options have the ability to be financed from 
12 to 60 months. 
 
 
The tool program consists of two options.  The first 
option is an inventory program, where we provide 
financing to dealers who plan on reselling the tools after 
they are purchased.  This program is offered on a 12-
month term.   
 
As a Lease Corp partner, you can process a customer’s 
application over the Internet. Customers can choose 
from a menu of financing options based on their 
preferences and credit worthiness. 
 
It takes from a couple hours to approve the average 
purchase under $10,000 to about a day to approve most 
purchases over that amount.  
 
Lease Corporation of America offers financing options 
for anything from capital equipment for shop owners to 
personal equipment for a technician – even your tool 
truck, according to LCA vice president Lee Ritter.  
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The minimum lease amount is as low as $500. 
 
There are many options available through financing 
companies, including traditional financing, leasing with 
a buyout and lease-to-own options without a buyout. 
Everyone’s situation is different, so there isn’t a best 
option that fits everyone. But leasing can often offer 
lower terms and tax benefits. (It’s best for them to ask 
their accountant about tax benefits). 
 
Don’t let all the options overwhelm you. Your job isn’t to 
be a financial expert; it’s to give your customers options 
so they can choose what’s best for their situation. 
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HOLSINGER’S PAYMENT POLICY 
Tool Dealer Bruce Holsinger hangs this payment policy in his 

truck, and reminds his customers about it after each sale. 
 

My commitment to you: 
• Handle your account like a pro 

• Provide regular service 
• Provide timely warranty & repairs 

• Feature innovative & new products 
• Keep the truck stocked & clean 

• Serve you with integrity 
 

Expectation: 
Pay me as we agreed at the time of sale. 

 
Consequence: 

If you do not pay the agreed amount, we need 
to discuss. It may be necessary to return tools 

at fair market value. 
 

Does this sound fair? 
 

“It is an honor to serve as your tool man.” 
“It is a privilege to have a truck account with me.” 

 
- Bruce A. Holsinger 



2     | Driven Selling 

 

44	

 
 
 
 

| CHAPTER 7 | 
 

Collecting From Deadbeats 
Maybe It’s Your Fault They Aren’t Paying 

 
 
Q | I’m having collections problems. A lot of my customers 
are starting to fall behind and I have some dead beats I 
can’t catch up with. What should I do? 
 
A | You don’t want to hear this, but if a lot of your 
customers have fallen seriously behind, you first have to 
realize there’s only one person to blame: You. 
 
‘I can’t blame them,” Cincinnati-area Mac Tools Dealer 
Bruce Holsinger says of his customers who are behind 
or delinquent. “It’s my fault. I let them get to that point.” 
 
That doesn’t mean he lets them off the hook. It just 
means as a 20-plus year mobile veteran, he realizes it’s 
his responsibility to keep them from getting to that 
point. And once they’ve got to that point, it’s his job to 
get them back on track. 
 
The consensus among top dealers and trainers is that 
good collections all pivots on starting off on the right 
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foot. As Mike Boyhan said in the August 2012 Sales Q&A 
column (www.vehicleservicepros.com/10739333), it’s all 
about covering your bases upfront when you begin 
working with a new customer so they know what’s 
expected. 
 
Get Info Upfront You May Need Later 
Holsinger, for example, makes sure he gets every piece 
of information he can when he first opens a new truck 
account. He asks questions that might seem a bit 
invasive: Do you have a wife or girlfriend? What’s her 
name? What’s her phone number? 
 
Holsinger says if the customer mentions a dad, uncle or 
brother he asks for their name and number too. Never 
know when it might come in handy. 
 
Some customers may balk at these somewhat intrusive 
questions. But just remind them they’re in essence 
applying for an interest-free loan. If they were applying 
for a bank loan, they’d be asked many more personal 
questions. Heck, I was asked to supply a reference and 
phone number when I applied for a library card several 
years ago. Really. For a library card! 
 
Why does he want this information? He may not call 
them as a reference, but if a customer starts dodging 
him, Holsinger is not above calling a wife, girlfriend or 
family member to try to collect his money. 
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A Truck Account Is A Privilege 
Holsinger is among the best collectors in his region. He 
says his secret isn’t quite that secret. 
 
He makes sure he tells customers his payment policy 
upfront, and reminds them that having a truck account 
is a privilege. If they want to keep that privilege, they 
need to hold up their end of the deal. 
 
He doesn’t just do that when he opens a new account, he 
gives his 15-second speech nearly every time he closes a 
new sale. This reminds the customer and everyone who 
overhears him that Holsinger is dead serious about 
getting paid on time. 
 
In fact he recites his payment policy so often, he has 
customers that have it memorized and will recite it to 
new customers on the truck, often giving Holsinger a 
chuckle.  
 
Watch For The Warning Signs 
It’s important to know the red lights that a customer is 
likely to fall behind and to keep them in check before 
they are seriously delinquent. 
 
“He’ll start to dial back his payment,” says Holsinger. 
“When a customer says ‘I’ll be $10 short this week,’ 
you’ve got to be sure they know you expect that $10 next 
week.”  
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Otherwise, you’re leaving the door open to more weeks 
when he’ll be $10 or even $20 behind. Once a customer 
begins to fall too far behind, it becomes next to 
impossible for them to catch up. He could end up more 
than just behind on payments; he could start avoiding 
you altogether. 
 
In the same way, avoid selling a customer more tools 
while keeping the payment the same. In either case, 
you’re putting your cash flow at jeopardy. It doesn’t 
matter if they can only afford $25 a week, if he wants 
more tools; he has to come up with more money. Or he 
has to wait until he’s paid up to add that shiny new tool 
to his box. 
 
One way to avoid letting a customer stretch his 
payments too far is to ask him what he wants to “pay 
today.” Often a guy will offer you a larger down payment 
than you would suggest. Some will even pay for the 
entire purchase that day. He may have $50 burning a 
hole in his pocket. If you don’t ask open-ended 
questions and let your customers make the first offer, 
you could be creating your own problem. 
 
Make A Collection Hit List 
Holsinger says he may have 10 or 20 guys that are a 
behind. Some are slightly behind, others so far behind 
that they’re dodging him altogether. His technique is to 
create a truck dealer’s equivalent of the FBI’s “Most 
Wanted” list. Call it Holsinger’s “Three Most Delinquent” 
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list. He focuses on collecting from those three customers 
that week. 
 
“I’ll start by texting them. If they don’t respond, I text 
them again in an hour. It’s not that hard. I hit resend,” 
he says. “That works especially well with the younger 
guys.”  
 
He explains he learned this technique from his 
customers themselves. If they need a tool and he doesn’t 
reply to their first text, they’ll persist until he does reply. 
 
If he’s trying to meet up with someone who seems to be 
dodging him, sometimes he’ll run his route backwards 
for the day so he’s at a stop earlier or later than usual. 
He then will try to park his truck in a different spot than 
usual and use a different door.  
 
Often by doing this he’ll surprise a customer who seems 
to otherwise plan his test-drives or bathroom breaks to 
avoid him. When he approaches the dodger, he gets 
right to the point. 
     
“I’ll be straight with them. I tell them they need to talk to 
me,” Holsinger says. “Not talking to me isn’t going to 
make his problem go away. It’s only going to make it 
worse.”  
 
He explains they might be able to work things out, but if 
the customer keeps avoiding him he’s going to need to 
take more drastic measures — like taking back his tools. 
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Be Businesslike, Avoid Blowing Up 
It’s important not to take it personally or get upset when 
someone is behind. Treat it in a firm but businesslike 
manner. Few, if any, mean it personally. 
 
Getting into a shouting match or attacking him 
personally is only going to push your customer away and 
make it harder to collect your money.  
 
They’re likely just feeling financially strapped and don’t 
know how to deal with the situation. Many will try to 
ignore the situation and hope it fixes itself. And most 
owe money to more than just you. 
 
Holsinger says he’s had several customers that he’s even 
had to repossess tools from that have come back and 
become good customers over time. He attributes that to 
his calm, businesslike approach. 
 
“If they really fall behind you need to get back the tools.” 
says Holsinger. “There’s no other choice.” 
 
Repossessing tools is a very complicated and delicate 
matter. But that’s a topic for a different chapter. 
 
Tips on how to deal with customers  
Some advice on late payments, repos and how to handle 
chatty customers. 
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When I informally ask veteran dealers what they like 
best about being a mobile tool dealer, “dealing with 
customers” usually makes the top-three list. It’s right up 
there with “working for myself” and “financial 
independence.” 
 
When I ask newbie dealers what they hate most about 
being a mobile tool dealer, “dealing with customers” 
often makes the top- three list. 
 
Either the newbies that hate dealing with customers bail 
out before they make it to my veteran dealer category or 
something changes in their attitude about customers to 
get them over the hump. 
 
I’d like to think it’s the latter. Learning to deal with 
customers may be one of the things that will take you 
from novice to dealer-of- the-year award winner. 
 
Here are some ideas that just might help you earn a 
trophy at your next annual dealer meeting. 
 
Q | I get really angry when a customer drags out payments. 
What should I do? 
 
A | You should be angry. It’s your money. But, raging and 
fighting rarely resolves anything.  Realize that many 
customers don’t know that it’s your money on the street. 
Rather than starting a shouting match, try explaining 
that when they buy a tool it’s money out of your pocket. 
Let him know that when he doesn’t pay on time that it 
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affects your paycheck. Whatever you do, don’t let anger 
get the best of you. There will always be slow-paying 
customers. Don’t take it personally. 
 
Q | I have a customer that’s a few weeks behind. He always 
seems to be on a test drive or out to lunch when I show up at 
his shop. What should I do? 
 
A | Give him the benefit of the doubt. Call his cell phone. 
If it takes you to voicemail, leave a message and give him 
a day to get back to you. I once had a deadbeat client 
block my number. Calls to his cell phone just went dead. 
So, I kept calling from different phones until he realized 
he couldn’t avoid me. 
 
You might even try spoof- card.com. They sell a calling 
card that let’s you change or “spoof ” what comes up on 
caller ID. But I’d consult a lawyer on the legality of that, 
first. 
 
If he’s unresponsive, text or leave a voicemail saying 
you’re charging the credit card you have on file for him 
tomorrow for whatever is past due in full. (You do have a 
card number on file I hope, don’t you?) 
 
If he calls or texts you back to protest, good. You’ve hit a 
nerve. Better to get a reaction than to keep getting 
ignored. Share the blame. Explain you’ve missed him the 
past couple of weeks, and he needs to catch up on 
missed payments ASAP.  If he can’t pay everything at 
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once, ask him what he can do. Be friendly but firm. If he 
sets the payment plan, he can’t complain in the future 
that you pushed him to pay more than he can afford. 
 
Don’t have a credit card on file? Let this serve as a 
lesson: always get a credit card when you open a new 
account. And check it quarterly to be sure it hasn’t 
expired. Even the most honest guy in the world can have 
a streak of bad luck and start avoiding you. 
 
One dealer I know catches his “deadbeats” off-guard, by 
stopping on a different day and time than usual. If your 
customer is not expecting you, he won’t likely have a 
planned escape route! It’s much harder to avoid paying 
someone face-to- face than it is by text or phone. 
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| CHAPTER 8 | 
 

Facing the Frustration of Skips 
How to Catch Them, When to Cut Your Losses 

 
 
Q | What’s the best way to handle skips? 
 
A |  The best way to avoid getting stung by a skip is to 
avoid dealing with that guy in the first place.  
 
It’s much harder to get your money back from someone 
who has skipped town than it is to do your homework 
upfront. But you can’t weed out everyone. If you tried 
you could end up losing a lot of good business by 
attempting to turn away every potential bad guy. 
 
One dealer told me he expects to lose about 3 percent of 
sales this year to skips. He just considers that a cost of 
doing business like fuel or inventory. How much will 
skips cost you this year? 
 
Obviously every dime you can reduce in bad debt is a 
dime in your pocket. So, here are some tips to help you 
stay on-course, so you don’t end up going overboard. 
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Remember: It’s Your Money 
The first step to protecting yourself is to gather detailed 
information on the customer during his first truck 
credit Time Payment purchase.  
 
Only accept a driver’s license or state ID. It’s harder to 
fake a state-issued document than it is a gym 
membership or library card. (One dealer I’ve talked to 
was asked to take a library card as an ID. Really.) 
 
There are a lot of security measures built into state 
licenses and identification cards. For example, you can 
double check most with a simple UV light. 
 
Scan or copy his ID if you can. In any case, be sure you 
get his full name, address, driver’s license number and 
any other details on the ID.  
 
You Want to Keep In Touch 
Ask for their cell phone number and email address. You 
can soften the approach by asking for the information so 
you can keep in touch.  
 
You want to be able to call or text them if you won’t be at 
their shop one week. And, of course, you want to email 
them monthly specials and perhaps weekly deals. 
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Obviously once you have their contact information, you 
can use it to catch up with them if they’re falling behind 
on payments or seem to be dodging you. But think 
positive. Assume you’ll only need it to keep in touch. 
 
Keep Honest Folks Honest 
Some dealers have told me they’ve extended truck credit 
to customers without even knowing their last name or 
phone number. (Really!) That’s not being trusting. That’s 
being foolish.  
 
If your flag or WD has a skip check program, be sure run 
the new customer’s name and information through that 
database, too. If they’ve skipped once, they’ll skip again. 
 
And if they still owe someone money, it’s only fair to 
help the other tool dealer get paid. You’d want the same 
courtesy if the customer were one of your skips. 
 
The WD skip list may yield better results. Chances are a 
smart skip won’t do business with the same flag. But bad 
guys aren’t known for being smart. 
 
Q | Sounds like an FBI background check. Isn’t it over-the-
top asking all these intrusive questions? 
 
A | I know it seems a bit like overkill to go through all 
that for a $100 first purchase on a truck account. But it’s 
less awkward to ask a new customer for all his 
information during his first purchase than to ask after a 
customer has been buying from you for several years. By 



Driven Selling |  
 

	

	

57	

then, it’s almost insulting to ask, and he will likely owe 
you far more than $100. 
 
Keep the Info Updated 
Don’t just get all his information with his first purchase, 
spot check it every 6 months or so to be sure it’s up-to-
date, especially when you’re increasing his truck credit 
limit or if he is showing signs he’s starting to fall behind. 
 
Simply asking “Are you still at 3043 North 25th Avenue?” 
or “Is your cell still 847/250-7445?” on occasion is a pretty 
painless way to be sure your records up-to-date. 
 
It seems some dealers ask more questions of the guy 
taking their teenage daughter on a first date than they 
do of the guy walking away with a couple hundred 
dollars worth of his tools.  
 
Actually, in either case, the more you hold the guy 
accountable, I think the more likely he’ll be to behave 
honorably. (But don’t ask me for advice on parenting a 
daughter. I only have one son and he’s not dating - yet.) 
 
Q | How much can a skip burn someone?  
 
A | I spoke to the owner of a skip tracking service that 
had a $12,000 skip in his database. That’s the worse skip 
I’ve ever heard anyone document. 
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I’m sure you’re thinking “How does anyone let a 
customer can get to that point? I’d never let that happen 
to me.”  
 
But it could happen to anyone if you aren’t watching. It 
creeps up a little bit at a time until it’s a huge number. It 
could be a good customer facing bad times or a bad guy 
making a run for it. It just happens. 
 
Neither is a situation that you can clearly anticipate. 
 
Honest customers hit big financial crisis all the time. 
They may always pay on-time or early.  Then one day, 
something happens out-of-the-blue. Maybe they or a 
family member gets seriously ill. They eventually find 
themselves in too deep with all their creditors and are 
too embarrassed to face their dealer. They had the best 
of intentions. But in the end they still owe you money. 
  
For the bad guy, it was all a game all along. He made 
purchases and always paid on-time or early to earn just 
enough trust. He got you to stretch the credit a bit more 
here and there. Then he goes for the kill. 
 
The bad guy makes a big purchase. No price 
negotiations. He’ll pay full price if you can carry him on 
the toolbox or something big. His credit is bad because 
of some mistakes he made years ago. So he can’t get 
financing. You like him. You trust him. And so you sell 
him the box and carry him. 
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A few weeks later, he goes missing in action. He gets a 
new job, leaves the state and starts buying from a 
different franchise. And you’re left holding the bag. 
 
Doesn’t matter if he’s a good guy or a bad guy. You’re 
the one that has to chase him down or eat the cost. 
 
Q | I was closing my first big sale and didn’t get much 
information. I just took the order. What should I do? 
 
A | Especially as a newbie, when closing a big sale, it’s 
easy to get a bit excited and forget to gather some 
information. But being sure you get paid is far more 
important than closing the deal.  
 
Next time you’re at his shop collect the rest of the 
information. Tell him you forgot to ask a few questions. 
Don’t be embarrassed. It’s the smart thing to do. 
 
If the customer is uncomfortable giving you information, 
it may be a sign that they have something to hide. If they 
want truck credit, they have to be willing to answer 
somewhat intrusive questions. If not, they can pay cash 
or use their credit card to pay for the entire purchase. 
 
Let Your Flag Carry The Big Dollars 
Also, I think it’s far better to put the big-ticket items 
through your flag’s credit program than to carry a big 
dollar sale and end up with a skip. Let the flag be the 
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reason you’re asking all the questions. Let your flag 
carry the weight of the financing. 
 
“I first run his Social Security number through the 
Matco system,” says Tom Perrin, a Matco distributor 
serving Chicago’s West side and suburbs. “That helps me 
see if he’s skipped on another Matco dealer.” 
 
“About 90 percent of a flag’s system include only skips 
from that flag,” says skip tracing expert Tim Anderson. 
“If a guy’s skipping on one flag, chances are they aren’t 
going to buy from that same flag at their next job.”  
 
If you don’t work for a flag, use another skip trace 
system.  
 
Obviously knowledge is power. But you can’t predict if 
someone not in a skip database will end up there. So, it’s 
best to extend credit slowly and let the customer prove 
himself over time. 
 
“You’ve got to keep it down,” says Perrin referring to 
how much leash he gives a new customer. He starts by 
giving customers $100 to $200 in credit and watches 
how they pay before extending more credit. He also 
keeps a good relationship with shop owners who will 
often give him some insights on their workers. 
 
Unfortunately, you can’t stop every possible skip. If you 
did, you’d likely strangle your cash flow and might not 
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have extended truck credit to some loyal customers who 
faithfully pay you week after week. 
 
Your new customer credit checklist should include: a 
copy of the customer’s driver’s license, Social Security 
number and a home or cell phone number. Most dealers 
today ask for a credit card number so they can charge it 
with the balance in full if a customer skips. (Ask your 
district manager or legal advisor about your state laws 
on this.) If you can do it, go for it. 
 
 
The next step 
You’ve probably heard it before: You’re not in the tool 
business; you’re in the collections business. But that 
doesn’t mean you need to be in the collection agency 
business. 
 
It can be a huge waste of your time and energy chasing 
skips and no pays. That energy is best used making more 
sales than on stewing over the guy you feel cheated you. 
 
“If someone skips, Matco helps me try to collect,” says 
Perrin. “ I also use a collection agency.” 
 
“Anyone can add your skip in our database for free,” 
says Anderson. To check the skip database, 
SkipCheck.com offers month-by-month and annual 
subscriptions. “We’ve had a skip from one coast picked 
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up by a dealer on the other coast. At first, I didn’t believe 
it -- but I checked it out and it was true.” 
 
Reporting your skips may be time consuming, but it can 
be worth it. Sometimes it can help you catch what 
Anderson calls the “Bad Guys” while also helping other 
dealers avoid getting stung. 
 
Most dealers avoid hiring a lawyer or going to small 
claims court because it can cost a lot of money and take 
you away from your truck with no guarantee of 
collecting a nickel. A good collection agency, on the 
other hand, will not charge you a penny unless they 
collect from your customer, and their fee is based 
on a percentage of what they collect. 
 
But you need to turn over your skips quickly, the longer 
you wait to give the account to your collection agency, 
the less likely you are to collect it. 
 
Trying to be your own collection agent can also get you 
into hot water. Rules vary from state-to-state, but you 
could end up getting cited for harassment. Collection 
agents know the local laws and also know the techniques 
that work best to get you your money. 
 
End of the line 
When you’ve done all you can to collect from a skip and 
you’ve hit a wall, it’s time to write it off. Don’t fume over 
a skip and let it eat you up. Walk away and focus on 
peddling more tools. 
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“There are two ways to write off bad debt,” says Gregory 
Fydryck, a CPA in Schiller Park, Illinois. “One method is 
called a ‘direct write-off’ the other is called a ‘provision 
for bad debt’.” 
 
Both methods are used in accrual accounting. And, as 
per IRS requirements, any business with an inventory, 
like a tool truck, must use accrual accounting. 
 
Using ‘direct write off,’ you deduct the debt invoice by 
invoice. Where with a “provision for bad debt’ you begin 
your fiscal year with a predetermined bad debt 
percentage based on your historical averages. Then the 
bad debt account is adjusted at end-of-year to mirror 
the actual bad debt. There are no major tax advantages 
to one method over the other. But the second method is 
more sophisticated and usually more commonly used by 
larger corporations, says Fydryck. 
 
It’s frustrating. It’s time consuming. But it’s a fact of the 
business. Skips will happen. You can’t let it eat at you. 
 
Beyond getting all your customer’s information upfront, 
you can’t waste time trying to screen out every potential 
bod guy or chasing them forever. Instead concentrate 
your energy on making more sales and giving your best 
to your best customers. 
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Remember, in the end, most of your customers will do 
the right thing and pay you what they owe you. These 
are the ones that will respect you and appreciate your 
hard work and excellent service.  
 
That’s what makes the tool business all worthwhile. 
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| CHAPTER 9 | 
 

Repossessing: The Last Resort 
Taking Your Tools, Leaving His Dignity 

 
Possession may be 9/10ths of the law, 

but repossession is 100% gut-wrenching. 
- Phil Sasso 

 
 

Q | How far should I let a customer fall behind?  What 
should I do if he’s too far? 
 
A | One week behind can be too far behind. It depends 
on how much the customer owes and what’s keeping 
him from paying on time. 
 
But after two or three weeks, it’s time to become firm 
with any customer and renegotiate your Time Payment 
Terms. When renegotiating terms, remember your first 
goal is to increase his weekly payment, not stretch it out 
longer. The optimum Time Payment Term is 5 weeks. 
 
Say he owes $50 a week and has four weeks left to pay. If 
he’s missed a week, he now should pay about $67 a week 
for the next three weeks so you’ll still collect your $200 
by the same target date.  
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It’s important that you keep a close eye of on the 
timeline. The cash from his collections is the cash flow 
you need to pay your bills on time.  
 
If he can’t pay a higher amount, like the $67 week for 
three weeks, you need to keep a short leash on the 
length of the new term. If he’s stretching at $50 for four 
weeks, and asks for $40 a week for 5 weeks, you may feel 
it’s more important that you get paid than when you get 
paid. But you may be starting a bad habit. This customer 
may begin trying to stretch out his or her payments 
beyond a reasonable time. 
 
And you may be creating a domino effect. Too many 
customers stretching the length of their Time Payment 
Terms can squeeze your cash flow to a trickle. 
 
This is why it’s important that you control the cash flow 
faucet, not your customer.  
 
When You Reach the End of the Road 
What if you can’t come to a reasonable Time Payment 
agreement? Or, worse yet, what if he fails to honor his 
agreement altogether?  
 
Unfortunately, it may be time to repossess the tool(s). 
It’s can be very awkward to repo a tool, but don’t be 
embarrassed. It’s not your fault. It may not be his fault. 
It’s just a fact of doing business. Sometimes a tech over 
extends himself. Sometimes financial issues happen.  
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Keep in mind, until he pays you in full, it’s still your tool. 
So you aren’t taking his tool away, you’re asking for your 
tool back. The distinction here is important.  
 
Repos can be one of the hardest parts of the mobile tool 
dealer business. Possession may be 9/10ths of the law, 
but repossession is 100% gut-wrenching. 
 
Avoid being rude or angry 
Your customer probably didn’t start out planning to fall 
behind on his payments or not pay you back. If you’ve 
ever fallen behind on your bills you know it can be 
frustrating trying to catch up and embarrassing to talk 
about to even your closest friends or family. 
 
Just explain in a business-like tone that you need your 
tool back. Today. Don’t give him time. You need it now. 
 
An even better strategy is to offer to hold the tool for a 
couple weeks until he can get together the cash to pay 
you in full. “Holding the tool” can make taking back a 
tool less awkward. You’re in essence taking the tool and 
putting it on “layaway” for 2 or 3 weeks until he can 
gather the cash to pay for it in full. 
 
You’re not telling him he’s bad for falling behind and 
you’re not judging him. No attitude. Things happen. 
We’re all human. You just need your tool back.  
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The fewer words you use the better. 
 
Respect Breeds Respect 
Treat him the way you’d want to be treated if the work 
boot were on the other foot. Assume he’s a good guy 
going through a bad time. Keep a positive attitude. 
 
Don’t say anything in front of other technicians, or even 
worse, the shop owner or manager. The deal is between 
you and your customer. You can take back your tool and 
still leave your customer with his dignity. 
 
It’s usually best to go to his bay to repossess the tool. 
This reduces the chances of anyone overhearing 
anything on the truck or in the shop. Keep your tone 
quiet, friendly and businesslike. 
 
I’ve heard a horror story or two about a disgruntled 
customer breaking a tool before returning it. Meeting 
him face-to-face near his toolbox or following him to his 
bay avoids giving him time to fulfill that temptation. 
 
This is also why you don’t threaten to take his tool away 
next week or send any warning signs. The more time he 
has to think, the more time he has to act out.  
 
Once you get the tool, check it over carefully and be sure 
your have all the pieces before you leave the bay.  
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If you have to repossess your tool, you customer doesn’t 
get a credit on his account or cash back. You are going to 
take a hit selling a used tool. He is paying the difference. 
 
If you promise him two or three weeks, give him two or 
three weeks. Always keep your promise with customers. 
Even in a situation like this.  
 
If he can’t come through with payment in full by the 
agreed upon time, sell the used tool to another customer 
for at least what he owes. He can always buy a new tool - 
cash upfront. 
 
And once you’ve been down this road, I don’t think I 
need to tell you that this customer becomes cash-only 
for a long, long time to come. 
 
Q | When should I fire a customer? 
 
A |  Just short of never. There are very few situations 
where firing a customer make sense. 
 
If you have a personality conflict, try to work it out. If 
they’re buying from you and paying on time, there is not 
much reason to stop doing business. If they aren’t 
buying exclusively from you, don’t worry about that. 
 
The only customer to fire is the one that’s not paying 
you. In that case, see my first few answers. 
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“Dealing with customers” often ends up on both the love 
list and the hate list of many veteran dealers. 
 
It’s not the customers. It’s how you deal with them that 
determine your level of happiness with your job and 
your resulting cash flow. 
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