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THE THREE PRONG SYSTEM
To understand exactly why some businesses do phenomenally better than 
others you have to understand the concept called the Three Prongs. What 
are the prongs that really drive your business? Once you understand where 
your business comes from, you can analyse what’s good for your business 
and personal health. Knowing and understanding these three prongs will set 
you up for a future with a purpose. Once you learn the intricacies of how 
the Three Prong System works together, you’ll find it hard – even tedious to 
go back to your old ways. 

The Three Prong System
1) Consulting
2) Training
3) Leverage

Consulting
 Most businesses use consulting as a primary source of income. Consulting is 
pretty hands on and involves advising clients, monitoring the client’s 
progress and doing projects. To make it clearer, let me give you an example. 
Imagine you’re a web designer. Consulting would involve meeting a client, 
drawing up a plan for a website, creating the website, monitoring progress 
reports and all other related activities. Consulting requires you or someone 
from your office to physically do what’s needed. If the consultant cannot be 
around, the source of income dries up.

Consulting = One on one. 

Training
 Many businesses will do some sort of training for their clients. Often this 
training would be part of the consulting. So a web designer would spend a 
fair bit of time explaining the concepts of a website, e-commerce, search 
engine positioning, etc., to a client. This would be a normal, every day 
occurrence to educate the customer and more often than not would be 
unpaid time. 

If you look at Training from a purist’s point of view, it’s simply about being 
able to impart education to multiple clients at once. This training can be 
complimentary or at a fee. A workshop, teleclass or speaking engagements 
would constitute as training.
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Leverage
 Leverage is simply when you have a system or several systems in place that 
generate a whole lot of income, reputation and freedom. Leverage is not 
about being the worker but the manufacturer.

Read that again. Leverage is when you become a manufacturer.

In the truest form, leverage allows you to create a product and then sell 
that product multiple times over. The whole system of sales can be 
automated, leaving you with the simple task of collecting the profits. And 
admittedly, looking at leverage in this simplistic way does the concept a 
great amount of injustice.  Let me explain: Eg: Say you’re a chiropractor 
and create a booklet. This booklet is sold at a small price of say about $10. 
The booklet educates the customer at their cost. It also creates credibility 
in the customer’s eyes, because you’re only likely to author a booklet if you 
have a reasonable knowledge of the subject. And the effort of writing the 
booklet is a one-time effort and brings a perpetual revenue. 

Here’s a graphical representation of the Three Prongs System

Three Prong
System

Leverage

Training

Consulting

Books
Reports
CD/DVD
Videos
Recordings
Community

Speaking
Workshops
Schools
Teleclasses

Meetings
Advice
Presentations
Supervising Progress
Undertaking Projects
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Just knowing about the Three Prong System is pretty useless. So what’s new 
about it? Leverage, Training and Consulting have existed in some form or the 
other forever. You know about it; everyone knows about it. It’s how you put 
this knowledge together that counts. 

First you start with the analysis
Before you go any further, it’s important to understand that you have to 
analyse what you’ve been doing so far. With the analysis comes a whole deal 
of clarity. How much of time and effort do you spend on each of the prongs? 
Rate yourself on a percentage of 100% (100%  being the highest and 0% being 
the lowest). I’ll give you an example to do with PsychoTactics.

The Three Prongs:                                               Approximate Percentage
Consulting-------------------------------------------------------------20%
Training----------------------------------------------------------------30%
Leverage --------------------------------------------------------------50%

What does this percentage analysis tell you?
The percentile actually shows you the level of freedom you have in your 
business. If you have a very high percentile in consulting, it means you have 
to be around almost all the time as consulting is one on one. If you have 
very high percentile in leverage it means you have far greater freedom as 
you can literally be detached and your business will still run without you. 
This is freedom in its simplest and most profound form. A simple chart like 
this will help you reveal to yourself how much you’re tied down by the 
business and how much you need to change.

So where does the change start?
First, understand this fact. Bill Gates doesn’t do consulting. And neither 
does Oprah Winfrey. Or at least they don’t do that any more. You’ve got to 
ask yourself, ‘Why is this the case?’ And how you, sitting in your office can 
achieve what seems reasonably impossible. 

So let’s look at Oprah
What does Oprah do? If you look closely you’ll notice that Oprah is a 
manufacturer, not a consultant. This is a key element, so I’ll repeat the 
concept a few times before the the end of this section. Oprah creates 
immense leverage from her business which is why she gets what you’ve been 
looking for. 

TM
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Here is an analysis of Oprah’s Leverage, Training, Consulting break up. 
L = Leverage    T= Training   C=Consulting

So yes, you can’t ever be Oprah! Or can you? Because a journey of a 
thousand miles begins with one step at a time. And admittedly, you don’t 
have a thousand years. So how about two or three years? With dedicated 
effort, you could achieve a mini-Oprah without too much of a problem. But 
before we go too much further, let’s examine the purpose of why we all do 
what we do.

L

L

L

LT

T
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The three main reasons why you work each day is 

Wealth
With wealth you create:
1) More Clients / Selected Clients
2) Creates Barter Currency
3) Products/Training: Constant Income

Respect
Respect brings you a whole bunch of advantages:
1) Clients Form An Opinion Without You Doing a Thing
2) Clients Hear of You/Want to Work With You
3) Publicity becomes easier

Freedom
Ah, freedom. It’s what you live for.
1) You stop selling time
2) You’re no longer bound to your desk or country
3)You’re not bound by a yo-yo economy!

The question must arise. How do you create wealth, respect and freedom at 
the same time. I mean, c’mon, the benefits are obvious. So how do you 
create all of the above? How do you do a mini-Oprah? Look at the options in 
the pages to come. Of course, listen to the audio. Because the audio on the 
CD will explain to you in great detail how to go about things.

But for now, while you’re still reading, here’s a list. And a powerful list too. 
If you choose to implement just a few of the comprehensive list, you’ll have 
wealth, respect and freedom beyond your wildest dreams. If you really do 
manage to do all of the list, you’ll be an Oprah yourself.

Ok enough of the suspense already. Just flip the page.
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Leverage
Books
E-Books
Audio Books
Audio Programs
Single Audio Cassettes
Video Trainings
Multi-Media Programs
Workbooks
Licensing
Home-Study Courses
Subscription Audio / CD Series
Newsletters
Radio or Television Show
Private-Label Magazine
Branded Retail Products
Mini-Books
Syndication Rights
Infomercial Product
Special Reports & White Papers
CD-ROM / DVD Training
Software
Seminar Company Workshops
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Training 
Group Coaching Programs
Mentoring & Apprenticeship Programs
Keynote Speaking
Breakout Sessions
Speaking Representing Your Employer
Public Seminars
Train-the-Trainer Programs
Corporate Training Programs
Presenter at Large Events
Boot Camps
Teleboot Camps
Teleseminars
Weekend Retreats
E-zines
Media Expert
Syndicated Column
Industry Conventions &Trade Shows
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Consulting 
Hourly Consulting
Long-Term Consulting Contracts
Subscription Consulting
Ghostwriting & Co-Authoring
Counselling Services
Compiled Reference Guides
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Under normal circumstances all of these profit centres are an amazing 
source of income. If you pursued any of these profit centres individually, 
you’d still make a sizeable income. However, it’s the combination of 
leverage, training and consulting that really creates a system that rocks!

Let me explain how we’ve used it for our business.

Feb 2003
Membership Section

5000 B.C. Com

Feb 2004
Fluid Brain

Brain Audit Website

Web Trilogy
Teleclass

November 2003

16 Week Course
Teleclass

May 2004

Brain Alchemy
Masterclass

August 2004
Products

Brain Audit
Fluid Brain Book

Treadmill Home Study
Web Trilogy CD
16 Week Course
Brain Audit Rip

Brain Alchemy Home Study
How to Write Articles
Scientific Sales Letters

Publish Book on Three Prongs

August 2002
PsychoTactics

Sept 2002
Brain Audit

30 Page Book

Leverage

Example of Service Based Business

Sept - To Date
Articles Written

Training

Psycho Tactics
Workshop

Sept 2002- To Date

Brain Audit Rip
Teleclass
Feb 2003

Consulting

Individual Clients
Sept 2002- To Date

Treadmill One on
One Training System
July 2003-To Date

Specific Issues
Consulting

July 2003-To Date

©www.psychotactics.com : PO Box 36461, Northcote, Auckland, New Zealand :  Tel: +64 9  449 0009

Section 233

Structuring Your Business

9



Leverage Training Consulting

Products
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Bed Company
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Example of Product Based Business

Fill in the blanks above. Go on, try it for the bed business. You’ll see how 
easy it is to come up with the answers. And once you’re done, listen to the 
audio CD. You’ll find that most people can come up with a whole bunch of 
ideas that work really well for the three prong system. Then take this simple 
model and put it to work for your company! Remember, the big thing is 
about implementation, not about knowing. So go ahead and implement.
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Starting with intimidation
The first thing this Three Prong System should do is intimidate you. I mean, 
how the heck are you going to be able to do all of this stuff? You have hardly 
any time as things stand. Where do you start? How do you write articles? 
Publish a book? Doesn’t that cost money?

Ok, so you’re getting really hot around the collar.

Cool down a bit. If you notice, at PsychoTactics when we started, we didn’t 
have a whole lot of product. We didn’t have a whole lot of leverage. All we 
had were a few articles and one very thin book of 20 pages called the Brain 
Audit (Today it’s over 90 pages and will soon be a whole 220 pages). That 
was it. We didn’t start with two hundred thousand products, services and 
training sessions all at once. 

And neither did the bed company. They just had their products and the usual 
brochures. They did nothing but sit around and wait for the customer to 
walk through the door. If they did get their message out to the people, it 
was usually through an ad in the newspaper. They learned that they could be 
doing so much more. 

So was it challenging? You bet it was! No one likes to get out their comfort 
zone,  you, I or the bed company are no different. The only way to create 
training or leverage is to promise the customer the goods in advance. Unless 
the product needs instant delivery,  you can quite safely promise the 
service/training and take payments in advance. Once the day on which you 
need to deliver rolls along, simply create and deliver the goods. You’ve 
made a promise to your clients and the date and the delivery forces you to 
get off your you-know-what and deliver the goods!

And the magic of the Three Prongs Comes Alive!
From the point you create your first product or training session you’re 
creating leverage like never before. A product can be sold to multiple 
customers time and time again with little effort on your part. Instead of 
trying to educate or speak to one customer at a time, you can have a whole 
lot of customers come to your premises for a training session. In most cases, 
this training need not be free. You can charge for this training and 
customers would still be happy to pay if the information was valuable. 
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The best part about a product or training is that it creates more demand for 
your consulting. And here’s the big SECRET. If you can create more products 
and more training...YOU DON’T NEED CONSULTING. For instance we earn a 
considerable amount each month through leveraged products and training. 
This enables us to charge whatever we like for our consulting. If a client 
finds us too expensive and doesn’t want to hire us, we’re fine with that. If 
they do, we’re fine with that too. 

But best of all we can travel, take breaks and do whatever we choose 
because training can take you places, like this workshop in LA. And products 
sell through outlets like book stores, websites, etc.. No matter what we’re 
doing or wherever in the world we choose to go. Is this making sense? 

Of course you have an option
You can do NOTHING. You can go back to your old ways. You can do just your 
consulting. Or sell your product. I mean, why bother with creating 
workshops and booklets and stuff like that? Seems like a whole lot of work 
to you, doesn’t it? Yes indeed, it’s a whole lot of work and it may take two-
three years before you’re really starting to see some outstanding results.  So 
the question must arise. Is three years too long to wait?

The answer is simple:
If someone told you that you were going to get an inheritance in three years 
provided you conducted a few workshops and wrote a booklet and created a 
product or two, would you do it? The answer is most certainly YES! And you 
know what? You don’t have to wait for that inheritance. You can create the 
wealth all by yourself. 

How do you go about creating ideas?
Look on the Internet. What’s your topic of expertise? If you search the 
Internet, you’ll find scores of topics to write or speak on to create products 
and leverage of your own. You can go online and find workshops and what 
they cover. So let’s take a few examples of both products and services. 
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A random search for kitchens brings up tons of information. You don’t even have to think! The right 
hand bar, with the ads gives you products you can create. 

Looking for training topics? Just a simple keyword like Kitchen Workshop will bring up a whole bunch
of workshops that you can conduct. I went to the Kitchen Workshop and they were full. Who’d think
anyone would be interested in paying for a kitchen workshop? Yet customers do pay for workshops.  
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If you look at the websites on this page, you’ll never know they belong to the same business.  
The website above is the consulting arm of the business and the one below sells product and 
training. This client spent a lot of her time in consulting. When she switched over to training 
and products, her business got a sense of structure. Now she can create more wealth and 
freedom through training and product and is no longer dependent on the call of a consulting client.
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The Heady Mix of Consulting, Training and Leverage

Consulting:
Consulting is great. It just takes up oodles of your time. So why bother with 
consulting? There are lots of small answers but just one big one. The biggest 
reason in favour of consulting is that it keeps you on your feet. When you’re 
consulting, clients ask you dozens of questions that you may have never 
considered before. In most cases you know the answers. You don’t know the 
questions. Read that line again. 

Consulting provides the questions. Which is why no matter how cozy you 
get, you should never, ever give up consulting. Also consulting can be very 
lucrative once  you get the other prongs in place. When you’re earning a 
nice, fat packet from training and leverage, you can raise your prices 
considerably. You can also pick and choose your clients putting in strict 
measures and conditions when you work with someone.  

Jim Collins is an example of pure leverage and training. He’s the author of 
‘Built to Last’ and ‘Good to Great’ and whom Forbes magazine calls the 
hottest management in the world. Here’s an extract of Jim’s thinking...in 
his own words: 

Allow me also to use a personal example. Part of my professional vision is 
to contribute through teaching and to harness my curiosity and passion for 
learning in ways that make a positive impact on the world. From that goal 
flows the imperative that I allocate time primarily to research, writing, 
and teaching and limit consulting work only to those situations in which I 
can contribute as a teacher. 

To reinforce that imperative, I have created two catalytic mechanisms: the 
“come to Boulder rule” and the “four-day rule.” The first rule states that I 
will not engage in a direct advisory relationship with any organization 
unless the chief executive agrees to travel to my Boulder research 
laboratory. Executives spend huge sums of money on consultants, but 
money doesn’t equal commitment—if you have a big enough budget, 
invoices just don’t hurt. Yet all chief executives, no matter how large their 
budgets, have only 24 hours in a day. If a CEO flies all the way to Boulder, 
he or she has demonstrated commitment to serious discussions and hard 
work, and the likelihood that I will make a significant impact as a teacher 
increases exponentially. Most important, those not committed to real (and 
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perhaps uncomfortable) change eject right up front. 
The second mechanism—my four-day rule—states that any given 
organization has an upper limit of four days of my advisory time in a year. 
The most lasting impact comes by teaching people how to fish, not by 
fishing for them. Organizations that want an adviser to fish for them self-
eject through this catalytic mechanism. Admittedly, these are highly 
unusual devices, and they would be disastrous for most consulting firms 
that depend upon continual growth to feed their machine. Yet they are 
perfectly designed for a strategy aimed at explicitly not building a large 
consulting business. They are unique to me, as all catalytic mechanisms 
should be to their creators. 

In effect, Jim is the consummate trainer and leverage expert. He earns a 
living via teaching, which he loves, and leverage through his books and 
other mediums. The consulting is kept to an absolute minimum and is 
extremely high priced and condition-based.

Training:
Training allows you to avoid having to create one on one meetings with 
clients. If you use leverage and training wisely, you almost never have to do 
a sales pitch. When you have a training session, you get many clients 
educated all at once AND you get them educated at their cost. This factor is 
important. When the client has paid for training, they are more likely to 
find value in it, than you just showing up at their office and making a 
presentation.  Most of the big names in different fields use training as a very 
powerful weapon to get their message across and to sell leveraged product 
as well.

However, let’s go look at a small business owner.  Instead of going to her 
clients, Maria got her clients to attend small training sessions. The clients 
would pay a small fee for these sessions. 

Maria rarely had to do any sales pitch as a result. After a training session, 
she’d show the clients the services that she had available. They’d logically 
buy into the services. Training is psychologically very different from a sales 
pitch because 1) The customer pays to be there 2) They are in a student 
mode not in a client mode. This is a very important difference. 

Being in a student mode, makes clients want to learn more from the 
teacher. You, then assume the mantle of the . The one 
whom clients must follow and listen to. Best of all training allows you to up 
sell product or consulting quite easily and with the most minimal effort. 
 

 ‘guru or learned one’
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Once you start to get a loyal client database, training can be an instant 
revenue earner. Last Christmas, we had sudden expenses including a 
complete change of our roof. We were looking at approximately $7-8 
thousand in expenses. That’s quite a bit of money to shell out at short 
notice. All we did was send out one email to our client list informing them 
of a day long training session. The offer was irresistible and the clients took 
up the offer immediately. In under a week the seminar was completely sold 
out and we had the money in the bank. Training is a powerful instant 
income generation/education device. Make sure you have at least one 
training workshop ranging between one hour to three days depending on the 
content you have to deliver. Of course I am assuming you have excellent 
content to deliver.

Leverage:
Where do I start? When you have leveraged products, you’re a machine. You 
don’t have to wake up in the morning to sell your product. Your book is 
selling at the downtown store, across the world in Japan or through your 
Internet site or some affiliate making a presentation somewhere. The point 
is that once you have a product or a series of products, you still have to put 
in some hard work, but nowhere nearly as much as in consulting. 

Even in a smaller training scenario, you’d be quite successful in selling 8-10 
products after a speech. Priced at barely $100 -$200, that would make you 
an instant $1,000-$2,000 for an hour’s work. Obviously we’re not counting 
the speaking fees and the possibility of signing up someone for consulting. If 
you persist and create great content, it’s not unusual for trainers to make 
$5,000-$10,000 or more in speaking fees and as much as $200,000 or more 
on the sales of product. T. Harv Eker, routinely speaks at events where the 
event itself is absolutely free, but sales from the products range close to or 
more than a million dollars. 

And selling products is just the tip of the iceberg. Once you start creating 
products, you’re literally creating currency. You can barter your products for 
other products. The cost of production is very minuscule and it allows us to 
get thousands of dollars of bartered goods for close to nothing. And barter is 
simple. I send the clients my product and they send theirs in return. Our 
products might be worth thousands of dollars on the open market, but in a 
barter, they’re just the cost of the materials. If you’re an information junkie 
(and you should be) you’ll need a constant stream of education. Having 
products that you can barter is better than money in the bank. You’re not 
only able to barter, but also able to create a joint alliance with parties 
worldwide. In effect, the world becomes your playground. 
The key factor to remember about leveraged products is that you’ll be 
silly...very silly not to create products. Sure there will be hurdles along the 
way, and there’s a lot to learn, but if you ever think of giving up, just 
remember these words:Bill Gates doesn’t sell consulting!
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a

ve to
 b

e h
a

n
d

s-o
n

 in
 th

e b
u

sin
ess

3
) O

ver tim
e, it crea

tes a
 reg

u
la

r strea
m

 o
f 

in
co

m
e so

 yo
u

 d
o

n
’t ca

re if yo
u

 n
ever h

a
ve to

d
o

 co
n

su
ltin

g
 a

g
a

in
. 

4
) It red

u
ces th

e n
u

m
b

er o
f tire-k

ick
ers. O

n
ly

serio
u

s b
u

yers w
ill g

o
 b

eyo
n

d
 th

e p
ro

d
u

ct sta
g

e
o

n
w

a
rd

s to
 tra

in
in

g
 a

n
d

 co
n

su
ltin

g
.

5
) H

elp
s g

ro
w

 th
e b

u
sin

ess ex
p

o
n

en
tia

lly. A
b

o
o

k
 o

r C
D

 ca
n

 rea
ch

 a
 fa

r w
id

er a
u

d
ien

ce th
a

n
yo

u
 ca

n
 h

o
p

e to
 rea

ch
 w

ith
 co

n
su

ltin
g

 o
r tra

in
in

g
.

6
) O

n
e p

ro
d

u
ct lea

d
s to

 a
n

o
th

er. In
 a

 sh
o

rt w
h

ile
yo

u
’ll fin

d
 th

a
t crea

tin
g

 p
ro

d
u

ct in
 d

ifferen
t fo

rm
s

is a
m

a
zin

g
ly ex

citin
g

 a
n

d
 lu

cra
tive

7
) L

evera
g

ed
 p

ro
d

u
ct a

llo
w

s yo
u

 to
 b

a
rter,

crea
te stra

teg
ic a

llia
n

ces a
n

d
 crea

te a
 p

a
ra

llel
in

co
m

e fo
r yo

u
r b

u
sin

ess.
8

) L
evera

g
e a

llo
w

s yo
u

 to
 h

a
ve b

o
th

 p
h

ysica
l a

s
w

ell a
s in

fo
rm

a
tio

n
a

l p
ro

d
u

ct. R
em

em
b

er th
e

b
ig

g
est p

o
w

er to
o

l in
 th

e w
o

rld
 to

d
a

y is 
in

fo
rm

a
tio

n
. P

a
ck

a
g

in
g

 in
fo

rm
a

tio
n

 is n
o

t o
n

ly
vita

l fo
r yo

u
r o

w
n

 b
u

sin
ess, b

u
t it’s a

 w
o

n
d

erfu
l

to
o

l to
 sell to

 co
m

p
etito

rs.
9

) L
evera

g
ed

 p
ro

d
u

ct is th
e k

ey to
 freed

o
m

. It’s
th

e o
n

ly system
 th

a
t a

llo
w

s yo
u

 to
 b

rea
k

 fro
m

th
e sh

a
ck

les o
f h

a
vin

g
 to

 tu
rn

 u
p

 every sin
g

le
d

a
y to

 w
o

rk
.

W
h

y
 C

o
n

s
u

ltin
g

?
 

1) It’s n
a

tu
ra

l.  It’s w
h

a
t yo

u
 d

o
2

) C
o

n
su

ltin
g

  a
llo

w
s yo

u
 to

 b
e sh

a
rp

a
s cu

sto
m

ers k
eep

 co
m

in
g

 u
p

 w
ith

 
n

ew
 p

ro
b

lem
s fo

r yo
u

 to
 so

lve
3

) Y
o

u
’ll g

et m
o

re id
ea

s fo
r p

ro
d

u
cts

b
y co

n
su

ltin
g

 th
a

n
 b

y a
n

y o
th

er system
4

) W
h

en
 u

sed
 in

 ta
n

d
em

 w
ith

 tra
in

in
g

a
n

d
 p

ro
d

u
cts, co

n
su

ltin
g

 ca
n

 b
e a

 very
h

ig
h

 in
co

m
e g

en
era

to
r. Y

o
u

r sp
ecific

co
n

su
ltin

g
 services ca

n
 b

e u
sed

 o
n

ly fo
r

p
eo

p
le th

a
t a

re w
illin

g
 to

 p
a

y yo
u

r fee.
5

) C
o

n
su

ltin
g

 is o
n

e o
n

 o
n

e. It a
llo

w
s 

yo
u

 th
e a

b
ility to

 b
e m

o
re clo

se to
 th

e
cu

sto
m

er a
n

d
 m

o
re sp

ecific
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