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ABOUT THE AUTHOR

Jim Champy is one of the leading management and business
thinkers of our time. His first best seller, Reengineering the
Corporation, remains the bible for executing process change.
His second book, Reengineering Management, another best
seller, was recognized by Business Week as one of the most
important books of its time. Champy’s latest book, OUTSMART!,
shows how to achieve breakthrough growth by consistently
outsmarting your competition by identifying six powerful new
ways to compete in even the toughest marketplace.

Champy is also an experienced manager and advisor. He is
currently the Chairman of Consulting for Perot Systems. He
speaks and writes with the authority of real business experience
and brings pragmatism to the world of business. In this new
series of books, Champy looks at what’s working today for high-
growth businesses. Champy observes that there is not much
new in management, but there is a lot new in business—and a
lot to learn from what’s new.
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AFTER A GRUELING 10-DAY
HUNT IN THE ARCTIC NATIONAL
WILDLIFE REFUGE NOT LONG
AGO, BOB PARSONS STILL
HADNT GOTTEN WHAT HED
GONE TO ALASKA FOR: A
GRIZZLY BEAR. RELUCTANT
TOLEAVE EMPTY-HANDED,
THE PIONEERING INTERNET
ENTREPRENEUR CONVINCED
HIS GUIDE NOT TO DESERT HIM.
THE GUIDE STAYED ON, AND
PARSONS GOT HIS GRIZZLY THE
NEXT DAY,

LIFYING
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Parsons doesn'’t give up easily, and he usually gets what he
wants—be it a grizzly or a successful business.

In 1997, flush with cash after selling his first software company,
he launched a company called Jomax Technologies. It
floundered. Not yet ready to abandon his idea, Parsons gave the
provider of Internet services a catchy new name, GoDaddy.com,
and held on. Go Daddy was showing signs of new life when the
dot-com crash sent it reeling. Worse yet, Parsons lost heavily in
the stock market downturn. By early 2001, as he watched the
ailing company eat up his remaining cash, Parsons knew that
Go Daddy was going nowhere. What to do?

“I went to a resort in Hawaii to be by myself and make plans,”
he recalls. “One day I noticed that the guy parking my car was
really happy doing his job.” It occurred to Parsons that if he
tried to keep Go Daddy going and failed, his life would not end.
Maybe he'd park cars, but so what? He could still be happy.

Parsons returned to Go Daddy’s headquarters in Scottsdale,
Arizona, with new determination. In October 2001, cash flow
turned positive. It was the beginning of the beginning. Soon
Parsons was starring in his favorite role: the man a bad break
can't defeat, whether he’s stalking bears or starting companies.

For a guy with a never-give-up attitude, it might surprise you
to learn that he’s a true believer in making things simple for
his customers—even if it means that he and his team have to
manage extraordinary complexity behind the scenes. At Go
Daddy, Parsons pares away the complexity with a business
model that relies on the basics: Give customers feature-rich
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Bob Parsons is not afraid to share his beliefs on the

Go Daddy website, www.GoDaddy.com. You can see

how his “tough guy” attitude—combined with buoyant
optimism—got him through the challenges of building

Go Daddy and sustaining its market position.
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products, low pricing, and great support from real people
located on-site and rigorously trained to solve any and every
problem. And Go Daddy’s customers just love it; they have
steadily expanded the company’s market share while lavishing
the company with praise.

Hardly a Web site flickers onto your computer screen today
without promising to make life easie—whether you're trying

to buy a product, do business through the site, or access its
Customer Care center—but few live up to the claim. Learning to
navigate the typical site often takes hours, and Customer Care
representatives can leave customers more confused than when
they started. Not so at Go Daddy, where employees untangle
the inherent complexities of helping customers register domain
names and create Web sites, while also offering a varied palette
of Internet-hosting services and e-business software.

Go Daddy isn't like most dot-com companies whose operations
are a complicated maze of overlapping responsibilities and
wasteful habits. Parsons has aimed his tech knowledge and
laserlike focus on what really matters to the management of
his company and its interface with customers. He maintains a
flat organization, letting well-trained people make decisions
without interference from complicating layers of management.
The streamlined structure automatically eliminates much of
the complexity, and Parsons’ insistence on in-house product
development and unwavering dedication to comprehensive
customer support breaks down the rest.

The success of Parsons’ formula is writ large in hard numbers.
In little more than a decade, Go Daddy has attracted more than
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6 million customers, registered more than 32 million domain
names, and built a worldwide market share of 46 percent
(impressive, considering there are more than 1,000 registrar
competitors). It’s a performance worthy of an IndyCar racing
champion such as Danica Patrick, a comparison not lost on
Parsons and his Go Daddy marketing team—but more on that
later.

ADIRTROAD LEADS TO RICHES

After selling Parsons Technology, his software company, in 1994,
the noncompete provisions in the sale agreement required
Parsons to retire for a year. He hated it. As soon as his time was
up, he told me, “I hired a few very sharp people, started a new
company, and got into the Internet stream.” He had no vision,
no product, no business plan, and no model for engaging
customers—really. “Go Daddy was started with no ideas,” says
the straight-talking Parsons. “I figured we'd just try this and that
and see what made money.” He believed that he would find a
viable product faster from the inside than trying to speculate
about one from the outside. Everyone I know, including those
with deep pockets, does it the other way.

He called the company Jomax —after a dirt road. “The name
didn’t matter. It didn’t have to. At that point we weren’'t doing
anything.” During the next few months, he built Web sites and
set up networks and tried out all sorts of ideas. “I learned that
it's a whole lot easier finding things that don’t work than
things that do.” Eventually, Parsons returned to his earliest
successes as a developer of intellectual properties software.
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He created WebSite Tonight, a program to help organizations
and individuals build their own sites. That called for a new
company name. Someone suggested “Big Daddy,” but it

was taken. Then someone else, using the “Go” command on
America Online, typed in “Go Daddy,” and the domain name
was available. “We bought it, just as a joke,” Parsons says. “The
next day we joked to everyone that it was going to be our new
name. They laughed, but the name stuck.”

While shopping his Web site builder program, Parsons began
running into the arcane and complex world of domain name
registrars. He was not impressed: “They were overpriced,
service was horrific, and their systems were worse.” He thought
Go Daddy could do it better by attracting customers with low-
price domain names and then selling them software to simplify
site development. One year and a million dollars later, his
system was in place and the Internet Corporation for Assigned
Names and Numbers (ICANN) accredited Go Daddy as a bona
fide domain name registrar. (ICANN is the not-for-profit global
partnership that coordinates unique Internet identifiers.)

Go Daddy now registers or renews or transfers a domain name
every second. It offers many other services, including Web

site, blog, and iPod hosting; e-mail packages and account
management; a secure e-comimerce program to encrypt online
transactions; and both do-it-yourself Web site design and a
new customized service. The evolution of its product offerings
has been accompanied by increasingly rapid corporate
growth. Today the enterprise consists of six sites in three states
employing more than 2,000 people, the vast majority of whom
work at Go Daddy’s Customer Care centers.
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These employees are not just any old hired hands, but what
Parsons lauds as “really psyched employees.” They are psyched
because he makes them that way by paying top dollar and
offering extra incentives such as Harley-Davidson motorcycles,
cars, and vacations (taxes included) in return for delivering the
best customer support service in the business and a constant
stream of new and improved products from a crack band of in-
house innovators.

Try calling the big names of the tech world, and you're likely to
meet frustration. You're lucky, Parsons points out, “if you can
find somebody to talk to. You get transferred all over the place.
You'll never get an answer. Your issues will never get satisfied.”
In contrast, a call to Go Daddy quickly connects you to a real
live person who knows “exactly what you need to know and will
handle your situation in spades,” he says.

Parsons understands that when technological systems
continually evolve and are not necessarily intuitive, “people
have to be helped, and they need to have an organization that
is going to communicate with them on a one-to-one basis.” So
Go Daddy does not outsource or offshore its customer support
services. His team is on-site and on call 24 hours a day, seven
days a week.

Parsons is also a true believer in “invented here.” Most of Go
Daddy’s technology is developed and maintained in-house;
nothing is licensed to or from outsiders. As a result, Go Daddy
people know all products intimately and can serve customers
intelligently. Its IT people are based in the United States, near
the service support team members who answer the phones.
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If a breakdown or problem occurs, the technology experts are
right there to fix it.

Customers have only one telephone number to call and need
to speak to just one person, because all Customer Care center
employees are trained to handle any problem or customer
inquiry—whether it’s related to billing, design, repair, or
anything in between. All needed help is free of charge. It’s the
ultimate example of simplifying a customer’s life.

It’s not only problems that set Go Daddy’s Customer Care teams
in motion. Salespeople are trained to make the engagement
complete by calling every customer to say “thank you” and

to answer any questions about a product within a week of its
purchase. People don't forget that kind of service, Parsons says.
Customers approach him in airports (he’s easily recognizable
from several photos on the Go Daddy site) and rave about the
attention they get.

It’s easy to see why Go Daddy’s Customer Care teams turn a
handsome profit when many of its competitors’ operations
throw off nothing but red ink.

Nevertheless, I wondered whether the average Customer Care
representative could handle the really tough assignments—the
ones from people with complex questions who often want

to speak directly to the president of the company. No such
problems arise at Go Daddy because Parsons has put together
a “SWAT team made up of our very best Customer Care reps”
to field the high-level questions. They are part of his so-called
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Office of the President, and each carries the title Assistant to the
President.

Besides handling the knottiest problems, these people perform
another vital task: They issue a weekly report listing any new
problems or new wrinkles in old ones—“opportunities,” in
Parsons’ parlance. The report goes to management and the
in-house product development group, which is expected to
engineer fixes within a week, two at most. Its 200 members
usually act fast because their incentive pay goes up when the
number of complaints goes down.

Simplicity also extends to product development—after a
product goes public, a team is assigned to it and never leaves.
The arrangement eliminates the usual snafus that arise at

other companies when teams move from project to project. Go
Daddy developers become intensely familiar with everything
about a product, including its problems. Good thing, too,
because Parsons requires an update on every product every two
weeks.

The rewards and incentives for staff members are the carrot
part of what Parsons calls “a fiercely managed company.” A firm
believer in the define-measure-improve approach, he wields
the stick by demanding a daily profit-and-loss statement for
each division, every morning. The company has developed its
own management information systems that show sales, for
example, on an hourly basis along with previous performance.

But a well-managed company that makes great products
backed up by equally great service can still flop if too few
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people know about it. So unlike Go Daddy competitors that
you've never heard of, Parsons has opted to supplement typical
Internet and word-of-mouth advertising with traditional
television spots that appear during some of the nation’s

most watched events, such as the Super Bowl or IndyCar and
NASCAR racing competitions.

Convinced that nondescript ads designed to please everyone
are worthless, he doesn'’t flinch from edgy but humorous spots
featuring people like race-car driver Danica Patrick and Go
Daddy Girl Candice Michelle, a Playboy cover girl. The intent is
to stand out from the crowd—and Go Daddy’s ads do. “I'm very
ready to alienate 10 to 15 percent of viewers to really get the
attention of 85 to 90 percent,” Parsons says. “You've got to make
yourself known.”

Still, he doesn’t assume that his controversial spots will
automatically sell products. Similar to everything else
underlying Go Daddy’s enormous success, marketing ploys,
including every one of its 900 television ads per week, are
measured: “We know within an hour or two if one or another
worked,” Parsons explains, “and if it didn’t, we yank it.”

Parsons’ determination to simplify complexity shows itself

in sometimes unexpected frugality. “When we first got into
business,” he recalls, “I had more money than brains, so I had
really nice offices. Then I saw we didn’t need them, and we
moved out.” Today his office contains two tables; one is used
for meetings; the other serves as his desk. Both are cafeteria
models that cost a total of $300. A few ratty old chairs complete
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the décor. When a staff member tried to replace the chairs,
Parsons insisted they be returned.

I asked if his Spartanism was a signal to his team or simply

an expression of his personal taste. A bit of both, Parsons

told me. It’s a reminder of where the company came from, he
says, adding that fancy furniture doesn't make money. “It’s
the people, your systems, your ideology, and your culture that
matters.”

The mandate to engage with customers by keeping things
basic and simple governs Go Daddy’s vision and shapes its
operations. In the Internet business, Parsons told me, the
possibilities are limitless. “You can fly off in a billion directions,
so it’s really important to stay focused.” Wheel spinning has
stalled dozens of major Internet companies that expanded
into one new area after another, only to discover they weren't
doing well in any of them. After spending millions of dollars

to get their ill-fated ventures up and running and then trying
to sell them to customers, they looked up to see competitors
advancing seemingly out of nowhere to overwhelm their core
product or service. Parsons avoids that kind of fatal mistake
by decreeing that every project or proposal must involve or
improve the use of the domain name. If not, Go Daddy stops it
dead in its tracks.

Appraising Go Daddy’s future, Parsons has his eye on the whole
world. About 20 percent of its business is already international,
and he anticipates more. Hunting trips in Africa and India
have persuaded him that English is a universal language and
that GoDaddy.com’s audience is international. He predicts
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that someday every newborn child will receive a domain
name good for a lifetime. He can’t wait for the future and all its
changes. And why not? He sees Go Daddy as “the on ramp to
the Internet.”

When I asked Parsons if he thought he could hold off his
competitors, he answered with the studied logic of a Marine
who served with great distinction in the Vietnam War: “Our
generals looked at those rice paddies, and they saw the water
was a foot deep. What they didn’t realize was that, underneath
the water, the mud was 3 feet deep. Not so easy navigating.
The same goes for Go Daddy’s Internet businesses. They seem
easy to get into, but they are really deep and muddy. Lots of
companies big and small have tried, and they’ve made zero
impact.”

In other words, to its customers, Go Daddy seems to be a
straightforward, uncomplicated business. But behind the
scenes, incredible complexity exists. However, with his ability
to think creatively and his fierce management style, Parsons
makes it all look simple.

RULES OF ENGAGEMENT

» Train your eye on customers’ unmet needs and quirks.
Parsons ignored tradition by starting a business before he
had figured out his market, product, and business model.
He tested the Internet waters by simply plunging in to
see if he could swim. That’s a risky approach—one that I
would not normally advise. But Parsons was packing a life
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preserver—his keen judgment. He knew instinctively that
helping customers solve the complexities of the Internet
was an enormous opportunity to be grasped. He could see
their unmet needs.

Parsons was right, and, for whatever reason, most of

Go Daddy’s competitors seemed to lack the same basic
understanding of the human condition. New—and even
mature—technologies are often difficult for customers to
navigate. What technologists and laypeople see as “simple”
is not always the same. This divergence creates a rich

field of business opportunity for simplifying technology’s
complexity.

If you choose to take Parsons’ approach to building

a business, you will be developing your company’s
competencies at the same time you are out in the market
assessing the unmet needs and idiosyncratic behaviors of
your potential customers. You will be looking for a match
between competencies and needs.

NEW—AND EVEN MATURE—TECHNOLOGIES ARE
OFTEN DIFFICULT FOR CUSTOMERS TO NAVIGATE.
WHAT TECHNOLOGISTS AND LAYPEOPLE SEE

AS “SIMPLE”" IS NOT ALWAYS THE SAME. THIS
DIVERGENCE CREATES A RICH FIELD OF BUSINESS
OPPORTUNITY FOR SIMPLIFYING TECHNOLOGY'S
COMPLEXITY.

» High-tech requires high touch. A naive view believes that
technology-based businesses can be programmed to run
on their own. Just create a sophisticated Web site that
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anticipates all possible customer questions and problems,
and let the customer do the work. For a complex service or
product, I have never seen this strategy work.

Parsons quickly recognized that customers who have
problems need access to real people. “When it comes

to communicating and doing research and conducting
business, people love to use the Internet,” he told me. “But
when it comes to learning to do something and solving
problems, people much prefer to deal with people.”

» Go beyond the ordinary with service. If your engagement
proposition is based on good service, good just isn’t
good enough. Your standard of performance needs to
be substantially better than that of your competitors to
sustain your market position and to get the attention of
potential customers.

IF YOUR ENGAGEMENT PROPOSITION IS BASED

ON GOOD SERVICE, GOOD JUST ISN'T GOOD
ENOUGH. YOUR STANDARD OF PERFORMANCE
NEEDS TO BE SUBSTANTIALLY BETTER THAN

THAT OF YOUR COMPETITORS TO SUSTAIN YOUR
MARKET POSITION AND TO GET THE ATTENTION OF
POTENTIAL CUSTOMERS.

Parsons makes it very easy for people to get what they
need from his unusually well-staffed Customer Care
centers. But he takes his service proposition a giant
step further with his Office of the President concept,
designating a group of highly trained team members
to handle the most complex, high-level questions. And
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as Assistants to the President, they carry the weight of
importance that exceedingly demanding questioners
require.

It is a brilliant strategy for engaging with customers. Real
problems get real attention, fast. Customers hang up

the phone with an abiding sense that they matter to the
company. Relationships are cemented, word-of-mouth
spreads, and new business flows.

» Metrics matter. Parsons didn’t invent the idea, but it bears
endless repetition. You can’t really gauge the efficiency of
your company'’s marketing program, and other operations,
unless you closely track the metrics. If you do that, you
will also enjoy a significant side benefit called the observer
effect, which refers to the changes that occur in certain
behaviors when someone is keeping tabs on them. In
business, the observer effect occurs when people in the
company see what you're tracking. What you measure
signals what’s important and the outcome you're aiming
for. People get it, and soon they are coming up with ideas
designed to advance your goals—assuming that you have
the right people on the job.

Another side benefit of good metrics is their ability to
reveal where performance breakdowns reoccur. If you
track breakdowns, you can start to identify the systemic
problems in your program that you must fix.

WHAT YOU MEASURE SIGNALS WHAT'S IMPORTANT
AND THE OUTCOME YOU'RE AIMING FOR.

Inspre! Why Customers Come Back
by Jim Champy (FT Press; $22.99)




<<
  /ASCII85EncodePages false
  /AllowTransparency false
  /AutoPositionEPSFiles true
  /AutoRotatePages /None
  /Binding /Left
  /CalGrayProfile (None)
  /CalRGBProfile (Adobe RGB \0501998\051)
  /CalCMYKProfile (Japan Web Coated \050Ad\051)
  /sRGBProfile (sRGB IEC61966-2.1)
  /CannotEmbedFontPolicy /Error
  /CompatibilityLevel 1.4
  /CompressObjects /Off
  /CompressPages true
  /ConvertImagesToIndexed true
  /PassThroughJPEGImages true
  /CreateJDFFile false
  /CreateJobTicket true
  /DefaultRenderingIntent /Default
  /DetectBlends true
  /DetectCurves 0.1000
  /ColorConversionStrategy /LeaveColorUnchanged
  /DoThumbnails true
  /EmbedAllFonts true
  /EmbedOpenType false
  /ParseICCProfilesInComments true
  /EmbedJobOptions true
  /DSCReportingLevel 0
  /EmitDSCWarnings false
  /EndPage -1
  /ImageMemory 1048576
  /LockDistillerParams true
  /MaxSubsetPct 100
  /Optimize false
  /OPM 1
  /ParseDSCComments true
  /ParseDSCCommentsForDocInfo true
  /PreserveCopyPage true
  /PreserveDICMYKValues true
  /PreserveEPSInfo true
  /PreserveFlatness true
  /PreserveHalftoneInfo true
  /PreserveOPIComments false
  /PreserveOverprintSettings true
  /StartPage 1
  /SubsetFonts true
  /TransferFunctionInfo /Remove
  /UCRandBGInfo /Preserve
  /UsePrologue false
  /ColorSettingsFile (None)
  /AlwaysEmbed [ true
  ]
  /NeverEmbed [ true
  ]
  /AntiAliasColorImages false
  /CropColorImages true
  /ColorImageMinResolution 150
  /ColorImageMinResolutionPolicy /OK
  /DownsampleColorImages false
  /ColorImageDownsampleType /Average
  /ColorImageResolution 300
  /ColorImageDepth 8
  /ColorImageMinDownsampleDepth 1
  /ColorImageDownsampleThreshold 1.50000
  /EncodeColorImages true
  /ColorImageFilter /FlateEncode
  /AutoFilterColorImages false
  /ColorImageAutoFilterStrategy /JPEG
  /ColorACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /ColorImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000ColorACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000ColorImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasGrayImages false
  /CropGrayImages true
  /GrayImageMinResolution 150
  /GrayImageMinResolutionPolicy /OK
  /DownsampleGrayImages false
  /GrayImageDownsampleType /Average
  /GrayImageResolution 300
  /GrayImageDepth 8
  /GrayImageMinDownsampleDepth 2
  /GrayImageDownsampleThreshold 1.50000
  /EncodeGrayImages true
  /GrayImageFilter /FlateEncode
  /AutoFilterGrayImages false
  /GrayImageAutoFilterStrategy /JPEG
  /GrayACSImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /GrayImageDict <<
    /QFactor 0.15
    /HSamples [1 1 1 1] /VSamples [1 1 1 1]
  >>
  /JPEG2000GrayACSImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /JPEG2000GrayImageDict <<
    /TileWidth 256
    /TileHeight 256
    /Quality 30
  >>
  /AntiAliasMonoImages false
  /CropMonoImages true
  /MonoImageMinResolution 1200
  /MonoImageMinResolutionPolicy /OK
  /DownsampleMonoImages false
  /MonoImageDownsampleType /Average
  /MonoImageResolution 1200
  /MonoImageDepth -1
  /MonoImageDownsampleThreshold 1.50000
  /EncodeMonoImages true
  /MonoImageFilter /CCITTFaxEncode
  /MonoImageDict <<
    /K -1
  >>
  /AllowPSXObjects false
  /CheckCompliance [
    /None
  ]
  /PDFX1aCheck false
  /PDFX3Check false
  /PDFXCompliantPDFOnly false
  /PDFXNoTrimBoxError true
  /PDFXTrimBoxToMediaBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXSetBleedBoxToMediaBox true
  /PDFXBleedBoxToTrimBoxOffset [
    0.00000
    0.00000
    0.00000
    0.00000
  ]
  /PDFXOutputIntentProfile (None)
  /PDFXOutputConditionIdentifier ()
  /PDFXOutputCondition ()
  /PDFXRegistryName (http://www.color.org)
  /PDFXTrapped /Unknown

  /SyntheticBoldness 1.000000
  /Description <<
    /JPN <FEFF3053306e8a2d5b9a306f30019ad889e350cf5ea6753b50cf3092542b308030d730ea30d730ec30b9537052377528306e00200050004400460020658766f830924f5c62103059308b3068304d306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103057305f00200050004400460020658766f8306f0020004100630072006f0062006100740020304a30883073002000520065006100640065007200200035002e003000204ee5964d30678868793a3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>
    /FRA <>
    /DEU <>
    /PTB <>
    /DAN <>
    /NLD <>
    /ESP <>
    /SUO <>
    /ITA <>
    /NOR <>
    /SVE <>
    /ENU <>
  >>
>> setdistillerparams
<<
  /HWResolution [2400 2400]
  /PageSize [612.000 792.000]
>> setpagedevice




