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Since 1985, PMP has offered independent furniture 

retailers an evolved mixture of consultation with high-

impact promotions.  The primary benefits of this unique 

combination are that the retailer experiences accelerated 

revenue and operational improvement simultaneously.  

No other promotion or consulting company does this, 

and it’s exactly what is needed to strengthen independent 

furniture retailers across the country right now.
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STORY
ONE RETAILER’S

“I could never get rid of Angie,” the store owner exclaimed, “She 

does everything around here from paying the bills to scheduling 

deliveries, plus she’s our top writer and our best custom-order 

specialist.  Besides, my customers love her.”

Many retailers can relate to this classic tale.  Angie had started 

with the furniture store more than twenty years ago, faithfully 

coming in and even staying late night after night, making sure 

everything was taken care of.  

“I COULD NEVER GET RID OF ANGIE,” THE 
STORE OWNER EXCLAIMED, “SHE DOES 

EVERYTHING AROUND HERE.”

It felt like she was part of the family the way she 

had stuck with the company through its ups and 

downs, and how she knew every nook and cranny 

of the daily operations.  

No one could do it as well as Angie could... well, 

actually - no one else knew how, because Angie 

had always done everything.

Oliver, the owner of this family-oriented 

independent furniture retail store, felt fortunate 

to have such a high level of trust in someone so 

diversely talented and dependable.  

He expressed his appreciation for Angie’s loyal 

service through consistent pay raises, bonuses 

and double-date dinners with their spouses.



CONTINUED
ONE RETAILER’S STORY

Oliver had inherited the furniture store when his father retired 

a few years ago, right before the pandemic hit.  The business 

survived the ordeal, despite losing most of it’s warehouse help, a 

bookkeeper and two salespeople.

“Angie really stepped up to the plate,” Oliver said, “It was such a 

stressful time.  My wife and I couldn’t have done it without her.”

Once the pandemic subsided and the consumer buying frenzy 

ended, Oliver’s business faced major financial challenges.

ONCE THE PANDEMIC SUBSIDED AND THE 
BUYING FRENZY ENDED, THE BUSINESS 

FACED MAJOR FINANCIAL CHALLENGES.

Knowing he must do something, Oliver weighed 

all options.  Should he stop advertising?  Perhaps 

he could go without a salary for a month or two.  

Something had to give somewhere.

The books showed that while Angie’s salary 

continued to climb, Oliver’s business was losing 

money every month.  Whether she meant to 

or not, Angie had set up the house in her own 

interest, making herself indispensable to a 

company that would break without her.

Now, this retailer’s business was failing despite 

Angie’s superpowers.  Unless this store embarked 

upon a major restructuring of internal roles and 

heirarchy, things would continue to get worse.

Then came the final blow: the moment when 

Oliver realized the root of this problem was his 

key person, Angie herself.



FIRE YOUR KEY PERSON
THREE REASONS TO

There were three reasons that Angie was the root of Oliver’s 

problems.  Those are the same three reasons you might also 

need to consider firing your key person, too.

THREE REASONS ANGIE 
WAS THE ROOT OF THE PROBLEM:

Employee monopoly goes hand-in-hand with 
high risk of disaster

The owner should run the business, not a 
veteran employee

Financial ruin



NUMBER ONE
REASON

When a single person is held responsible for several tasks that 

could otherwise be divided up among everyone, it sets the 

internal structure of the business up for impending collapse.  

This person holds a monopoly on your business and has the 

power to break you.  If your key person takes one day off, the 

whole company stands still because there’s no one there to 

handle the processes they’ve monopolized.

If you hear the phrase, “Wait until so-and-so 

comes in,” more than once a week, you’re in hot 

water.  A successful business must utilize the 

strengths of each team member equally.  A house 

standing on four corners is more stable than a 

house balanced on a single beam.

It’s natural to believe that your key person would 

never leave, but at the end of the day, you 

must realize that they are working to feed their 

family just like you are.  If they find something 

better with a competitor and walk away, your 

entire opration has just been devastatingly 

compromised with little to no notice.  It would 

take months, perhaps even years to recover and 

retrain the right people to replace them.

EMPLOYEE MONOPOLY GOES 
HAND-IN-HAND WITH 

HIGH RISK OF DISASTER.



NUMBER TWO
REASON

If this phrase is a resounding thought in your head: “She knows 

everything, why not send the decisions to her?” you are not 

in charge of your own business.  As a store owner, its easy to 

pass the baton when you have someone so trustworthy and 

responsible at your right hand.  Over time, however, they learn 

that their position grants them powers superior to yours.  With 

this comes a feeling of entitlement to make small “executive 

decisions” that grow into larger decisions, which have the 

potential to undermine your authority over the business.

As much as your key person seems to make life 

easier, take a moment to ponder how much 

you are really giving up.  What they are doing is 

actually benefitting them, not the store.  

As the business owner, you are responsible to 

step up to the plate and make the decisions.  

Its OK to glean knowledge from your trusted 

employees, and even ask their advice when 

needed, but the bottom line remains:  all 

decisions must be made and/or approved by you.

THE OWNER SHOULD 
RUN THE BUSINESS, 

NOT A VETERAN EMPLOYEE.



NUMBER THREE
REASON

Whien times were good in the business, the gesture of periodic 

pay raises was absolutely appropriate.  Your key person 

no doubt earned and deserved the incremental increases.  

However, this process nurtures expectations that are nearly 

impossible to rein in, even when the books start turning red.  If 

your key employee has ever brought home a paycheck bigger 

than your own, an immediate restructuring is in order.

FINANCIAL RUIN MANIFESTS 
IN A VARIETY OF WAYS WHEN A KEY 

PERSON IS ATOP THE PYRAMID.

Aside from making money while the company 

loses money, your key person can sabatoge the 

financial health of your business in many ways.  

For example, your key person’s reputation 

as the lead salesperson can intimidate the 

other salespeople into diffidence on the floor.  

WIthout an even playing field, their skills remain 

un-honed, and they become little more than 

expensive showroom decorations.  In this 

situation, you are left with but one talented 

salesperson, on whom you rely for the majority 

of sales.  Even on their best day, one 

super-salesperson could not sell as much as two, 

three, or four good salespeople.



THE SOLUTION
THREE STEPS TOWARD

If this all sounds so doomsday, keep reading, because there is 

a solution.  This solution is only for the business owner who is 

serious about increasing cash flow and creating a long-term 

sustainable source of profit through their furniture store.

THREE STEPS
TOWARD THE SOLUTION:

Extinguish the Key Role

Create Successful Selling Systems on the Floor

Set up a Chain of Command, 
Policies & Procedures



STEP ONE
SOLUTION

No one can be expected to do everything, including you.  Your 

first step is to map out a list of tasks and services that must be 

handled, then categorize them by department.  After that, take 

the full roster of people and employees of your company, and 

assign each task/service to the most appropriate person in that 

department.  

EXTINGUISH 
THE KEY ROLE.

Do not get distracted by your lack of faith in a 

certain person’s capabilities.  Assign it anyway.  

They will either rise to the challenge and learn to 

do it correctly , or you will see the need to replace 

them with a better suited candidate.

Assign each person a title to go with their new 

collection of responsibilities, and check to see 

that the performance you require of them 

matches the compensation they receive.

Your key person is no longer involved with tasks/

services that have been delegated elsewhere.



CONTINUED
STEP ONE

If your key person has been re-assigned the role of General 

Manager, they are only involved in these otherwise delegated 

tasks to the extent of overseeing the person responsible for the 

task.  

EXTINGUISH 
THE KEY ROLE.

It may be necessary to restructure your key 

person’s compensation based on their new role.  

If this means a pay cut, prepare yourself for a 

walk-out.  Fortunately, you already have the job 

description prepared for their replacement, and 

the salary you’ve chosen will be welcomed by a 

new member. 

It is far better to pay several people reasonable 

salaries to divvy up the work - than to pay one 

person a large salary to do everything.  With the 

latter comes a huge risk of employee monopoly 

and unbalanced infrastructure, which can lead to 

financial disaster.



STEP TWO
SOLUTION

The second step is to create selling systems that maximize 

your sales team’s effectiveness.  Two systems that we highly 

recommend are the “UP” and “TO” systems.  The “UP” system 

puts your salespeople on a rotation so walk-ins are dispersed 

evenly, rather than being claimed by the head haunch.  The “TO” 

system gives your sales team the leverage required to close 

more sales, and close them profitably.

CREATE SUCCESSFUL 
SELLING SYSTEMS ON THE FLOOR.

Each salesperson must be taught these 

successful selling techniques from start to finish, 

including things like special orders, that perhaps 

only your key person handled before.  For a 

thorough guide on successful selling techniques 

and more information on the “UP” and “TO” 

systems, you may request a preview of our 

Salesperson Manual by emailing 

hello@pmpsalesusa.com.

These systems will generate more sales and a 

higher closing ratio as your sales team gains 

confidence and freedom to work the floor on an 

equal level.



STEP THREE
SOLUTION

Your third step is to implement a hierarchy and a few important 

company policies to be followed by all.  Decide what the most 

important rules should be (limit between 3 to 5), and educate 

your staff of the new policies and/or procedures surrounding 

these key areas.  Impress upon everyone the fact that you are 

the last stop before any decision is made or approved.

SET UP A CHAIN OF COMMAND, 
POLICIES AND PROCEDURES.

Delegate, delegate, delegate!

Now that you have rid your company of the key 

role, DO NOT take it on yourself!

As the owner of the store, you are the eyes, 

ears and mouth.  Your employees are the arms, 

hands, legs and feet.  It is your responsibility 

to recognize where action is needed and then 

delegate an employee to take that action.



SUMMARY
FINAL

The analysis and solutions mentioned herein regarding this 

particular “key person” circumstance are a fraction of the 

process that PMP calls “restructuring.”  Every store is unique with 

its challenges and goals, and not all stores suffer from employee 

monopolization.

EVERY STORE IS UNIQUE WITH ITS 
CHALLENGES AND GOALS.

Some stores struggle in other areas which 

require restructuring, and PMP helps to repair 

those situations as well.  We use short-term sales 

promotions that increase cash flow to allow 

the proper changes to be made quickly and 

effectively.

See our ebook entitled, “How a Restructuring 

Sale Generates Profit” to learn more.



CONCLUSION

PMP is dedicated to helping the independent 

furniture retailer improve business.

We require no money up front, our services 

extend beyond what other promotion companies 

offer.  We are paid strictly on commission.

A retailers first step toward increased profitability 

is a free consultation with us.

CYNTHIA HEATHCOE

VP of Business Development

561-827-4311

cynthia@pmpsalesusa.com

CONTACT US NOW TO SCHEDULE YOUR 
FREE CONSULTATION.
NO OBLIGATION.  COMPLETELY CONFIDENTIAL.

CLIENT TESTIMONIALS

“By the end of our 8-week Renovation Sale, not only had we met our projected profit, 
we had raised more than enough cash to cover our entire renovation costs.”
Larry Mark, Owner

“PMP provided skilled staff that did a wonderful job, 
and brought in a steady flow of inventory while all my 
competitors were on an indefinite wait list for goods.  
My existing sales staff was trained to produce higher 
closing ratios on larger tickets with a greater profit 
margin.  The promotion generated  
over a year’s worth of revenue in a 
period of 90 days.”
Mike McCord
Franchise Owner

“This was the first time we employed an outside 
company to run a promotion. One of our stores 
had a very successful sale and exceeded our 
expectations. The staff sent in was great and had 
a tremendous impact. Our other store started off 
strong but struggled a bit based on its staffing and 
location. Some of the advertising strategies worked 
so well we will be continuing them.”
Sara Samieian
Owner
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