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Introduction

How Can | Get What | Want?

People create, buy, or run companies for many
reasons. Sometimes, they are handed a company;
sometimes, they have a great idea they had to pursue;
and sometimes, they find themselves with a company
that exhausts them.

Whatever your reason for leading your company, the
critical question is: What do you want from this
business?

I came from an entrepreneurial family. My great uncle,
Laura Grindle, started Grindle Sales, an automotive
parts warehouse in Harlingen, Texas in the 30’s, long
before NAPA Auto Parts was even a dream. He invited
his brothers and brother-in-law from Indianapolis to
join him in the venture of setting up individual Valley
Auto Supply stores in seven different towns in the Rio
Grande Valley.

The proposition was that Laura would help each of
them set up a store and they would buy all their parts
from Grindle Sales.

As a child growing up in the 60’s, I saw my
grandfather, my father, and my uncle running the



Edinburg store. I also saw the other six owners
running their stores. Some of the owners got what
they wanted from their business; others did not.

[ was always fascinated by the different results the
various owners received. I wondered what made the
difference between people who got what they wanted
from their business and those who didn't.

[ carried that unanswered question with me until I met
Gino Wickman. Gino told me he had the same
question. He also told me he discovered the answer.
He told me his discovery was that people get what
they want from their business if they are strong in six
key components: Vision, People, Data, Issues, Process,
and Traction. Gino wrote the complete answer to the
question in Traction: Get a Grip on Your Business. '

[ was so impressed with the answer Gino provided in
the book that I became an Implementer in the
Entrepreneurial Operating System (EOS¢). Over
100,000 businesses around the world have adopted
this system which helps business leaders get what
they want from their business.

One of the key components, Vision, translates into
getting everyone in the business on the same page.
When you can clarify and share what you want from
your business, you can begin to get first, your

! Wickman, Gino. Traction : get a grip on your business.
Dallas, TX: BenBella Books, 2011.



leadership team, and then your entire organization, on
the same page. Executing this step well is critical
toward accomplishing your vision.

This book is a group of stories from ten businesses
whose leadership team engaged me to implement
EOSe in their organization. These leaders identified
what they wanted from their business and decided
how they would get there. They learned a system of
discipline and accountability that led them to get what
they wanted.

These are stories from companies who have
implemented EOSe into their organizations. The
owners of these privately-held companies were
struggling with frustrating issues that kept them from
getting what they wanted. While there are many
significant organizational challenges that the EOSe
model will solve, I chose these stories to illustrate how
business leaders can get what they want by getting
everyone on the same page.

These stories reflect questions the leaders had as they
created structures to simplify their organizations,
clarify every employee’s tasks, and identify everyone’s
supervisor.



Chapter 1

What Do | Have to Know?

Until you and all of your people are on the same page,
it will be difficult to get what you want from your
business. You probably are pretty clear about where
you want the company to go. You know what you want
from the business right now, and you have ideas about
where you want it to go in the future. Not everyone is
clear about these things, but if they are agile and
tenacious enough to struggle through obstacles and
work hard, they can often find success. Sometimes
this lack of clarity and alignment requires them to
work much harder for longer hours to get where they
want the business to go than they need to.

It's not how much you know.

A newly promoted CEO headed one of my great EOSe
clients. Some family issues made a vacancy in the top
spot, and the board asked Bob to take over for the
departing CEO. Bob had been in charge of
manufacturing and new product development for
enough years to have created a team that worked well
together. The manufacturing floor was spotless.
Everyone knew their tasks, and, together, they
regularly met deadlines and turned out great
products.



When I met Bob, he said, “I have been the CEO for
eight months. When I was in charge of manufacturing,
[ knew exactly what to do. I regularly met with my
team, and we always had a plan for how we would
accomplish our goals. Now that I am in charge of the
company, [ am at a loss.

“Everyday people from the sales department, the HR
department, and the accounting department all line up
outside my office to ask me to make all sorts of
decisions. I don’t know anything about sales, HR, or
accounting —and I don’t want to. I am spending all my
time trying to answer questions I know nothing about.

“I know what to do to build the products, but I don't
know anything about insurance or HR or accounting —
and, like I said, I don’t want to. I saw how the former
CEO ran the business. He worked way too many hours
and had his hand in every decision that affected the
company. I don’t want to do that. Can you help me?”

Turn your people loose to excel.

We agreed to meet with the leaders who helped the
former CEO by doing the legwork, research, and
vendor selection to implement his ideas. When we did,
they agreed the former CEO’s insistence on making
every decision created an unnecessary burden. People
felt they could only bring problems to him. They



weren't empowered to make decisions and bring
solutions.

The team members and the CEO discussed how the
new CEO wanted to work. They agreed to move the
company from its present annual revenue of $15M over
the next ten years to SSOM. They also discussed how
to manage that growth without burdening the CEO.
The team leaders said they were willing to work
differently, taking responsibility for their company
areas. They agreed to meet a few weeks later to
discuss what was necessary to transition to a new
management style.

When the team got together in a short few weeks, the
woman responsible for HR surprised everyone when
she said: “On our way to achieving the goal of S50M in
annual revenue, at some point, we will need a
professional HR leader. I want to be considered for
that position. Since our last meeting, I have joined
SHRM (the professional HR organization), signed up
for two online classes to learn more about how to run
a successful HR department, and I have enlisted four
people around the country to mentor me.”

Everyone was astounded by her initiative. They
weren't as surprised at the next meeting, 30 days later,
when the man who had been hired to install the new
ERP system announced that he, too, could see the
need for a CFO for the company at some point in the
journey to S50M. He said he was preparing to be one



of the candidates for the position when it became
necessary to fill it.

Turn them into leaders.

From that point on, each leadership team leader was
to become the best leader /manager. For some, there
was a need to learn more about being a professional in
their field. For others, there was a need to move
beyond the pattern of looking to the "owner” of the
business for direction and decision-making. For all of
them, there was an opportunity to learn what it meant
to take responsibility for the company’s management
as a team of leaders.

Every one of the team members began to learn how to
be a great leader and manager. They learned how to
create goals and how to accomplish them. They
learned how to do what they said they would do
without having someone make sure they did it. They
learned how to track their weekly progress with a
scorecard. And most importantly, they learned how to
make their weekly meetings effective and efficient.

These changes helped Bob accomplish his primary
passion which was developing great new products. As
his leadership team improved their ability to take
responsibility for their areas and teach their own staff,
the company was able to move forward. The leaders
learned how to solve problems, improve their
processes, and achieve their portion of the company



goals. Bob was able to accomplish the goals he had for
the company. Every quarter, Bob is more able to get
what he wants from the company.



Chapter 2

How Much Do | Have to
Control?

Entrepreneurs are usually gifted, multi-talented
people who can do many things. Without the ability to
delegate to others they trust, they can burn
themselves and others out. Entrepreneurs need to
have well trained employees working in an organized
system to carry out the entrepreneur’s vision for the
company.

Allow your managers to succeed.

The owners of a fifty-person construction company
started the EOSe journey because they were
overwhelmed by their good fortune. Their income had
grown by 50% to S$15 million in a relatively short time.
The three owners of the company, Ron, Tran, and
Mike, were spending more time than they wanted on
managing the business. Two of the owners had young
children they were neglecting in favor of the company.

The leaders enjoyed their work. It was the amount of
work and the time they had to spend staying ahead of
the demands that frustrated them. When we met for
the first all-day session in my session room, the three
owners said they wanted to learn how to get their



employees to do what they told them to do. They told
me how many times they had met with some of their
employees, assigning them tasks they needed to have
done. They shared their frustration with the results of
these conversations.

Their frustration came from their inability to get their
employees to do what they wanted them to do. Since
they were trying to implement all their ideas
personally with everyone in the company, they were
always running out of time.

It was clear the company needed an organization
chart to make it clear who was going to do what for
the company. As we began to identify the roles and
functions necessary to make the company successful, I
asked who was managing the various parts of the
business. For example, who was in charge of the
company’s electrical, test, and construction
operations. When they said they all managed those
operations together, I asked them if there were others
in the company who made any decisions.

“No,” they said, “the three of us make all the decisions.
We meet whenever we need to meet and make all the
decisions. Then we tell the rest of the company what
to do.”

I explained that the best companies typically identify
leaders with specific responsibilities for sales, finance,
and various company operations. These people form
the leadership team. They work together, meeting
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weekly to report on company progress and to solve
problems as they arise. Then these leaders divide up
the responsibilities for managing the various parts of
the organization.

“Well, we have managers, but we don't ask them to
solve problems,” they said. “We make the decisions,
and then we tell them what to do.”

I asked them how this plan was working for them.
They said the major problem they were facing was that
people weren’t doing what they were told to do. The
managers and the employees usually did what they
thought best rather than following the directions from
the team of three leaders. When I explained that the
EOSe model was to identify managers for the 3 to 7
areas of the business on the leadership team by
constructing an Accountability Chart® in order to
make decisions that would guide the company, the
three owners said they wanted to continue with their
leadership model with the three of them making all the
decisions.

[ acknowledged that what they were doing was a way
to run a business, but it was not EOSe. [ said they
certainly could continue to run their business that
way, but if they did, they didn't need me because my
role is to implement EOSe. I said this as I was closing

2 Accountability Chart: Different from an organizational
chart, an accountability chart defines the right structure for
your company and clearly identifies who is accountable for
what
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my leadership manual and preparing to leave the
room.

The room was silent for about five minutes as the
three owners looked at each other. They must have
communicated in those silent gazes because the CEO
broke the silence and said, “OK, we will use EOS=.”

From that decision, we began to identify the major
tasks the employees completed to serve the one major
client the company had. We organized the tasks and
discovered there were managers at various levels who
made things happen. I wanted to know why the
managers of the various operations areas were not on
the leadership team. I wondered why one of the
owners was responsible for all the operations. And
then I asked them if this could be the reason they
were working so many hours.

“We don’t want the managers on the leadership team
because we don't trust them.”

As Patrick Lencioni makes clear in The Five
Dysfunctions of a Team,’ trust is the foundation of
leadership success. Without trust, people will not feel
safe enough to say what is on their mind. They will not
be comfortable with any potential conflict. If there is
an absence of trust and a fear of conflict, there will be

3 Lencioni, Patrick. The five dysfunctions of a team : a
leadership fable. San Francisco: Jossey-Bass, 2002.
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a lack of commitment from the managers to the
company.

People do not commit to something they disagree
with. Managers cannot get on the same page. When
they fear conflict, no one can move forward. The
leaders must be sure people agree with what is being
said or what decisions are being made.

I asked the three leaders why they didn’t trust their
managers. They said they just didn’t believe they could
make good decisions.

“Can you give me some examples of where the
managers demonstrated bad decision-making, causing
you not to trust them?” I asked.

“They don't always do what we tell them to do.”

“Would you be willing to add them to the leadership
team if you believed you could trust them?”

“Why would we want to do that?” one of the leaders
asked.

“If you could trust them, you might learn how they see
the operations in the company. You might come to see
what they see when they are in the field. You wouldn't
have to spend as much time in the field yourselves if
you trusted them.”

13



“But what if they want to do something we disagree
with?”

I responded, “What if they brought ideas to the
conversation? What if they had a better way? Would
that be valuable?”

“Well, yes,” they replied, we suppose it would. But how
would we begin to trust them?”

“Let’s see what it would look like if we moved the
leaders of the three operations teams onto the
management team. If we did that and allowed them to
participate in solving the problems, with the chance to
discuss their frustrations and obstacles openly, would
that begin to build your trust in them?”

The three owners agreed to invite the three managers
from the middle management level onto the leadership
team. We created an Accountability Chartfor the
company that could relieve the CEO from managing
the diverse and complex operations tasks
commanding his time and delegate those tasks to the
operations managers.

As we did that, he began to see his role as the
Integrator of the company with greater clarity. As the

* Integrator: The leader of a company’s leadership team.
Integrators beat the drum, break the ties, harmoniously
integrate other major functions in the organization, and
accept ultimate accountability for achieving results.
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Integrator, his task was to delegate the management
tasks to the operations managers and to help the
leadership team work together harmoniously to
achieve the company goals. He saw that if he could
trust his operations managers to take responsibility
for implementing the decisions made in the leadership
team meetings, he would have more time to do what
he was best at -- leading the company (and spending
more time at home with his wife and children).

This breakthrough led to a conversation with the three
managers. The owners subsequently invited them to
join the leadership team. This part of the journey
assisted the owners in regaining control of a
significant portion of their time.

Be open and honest about your
expectations.

After our initial meetings, the three owners began to
discuss the direction they wanted to see the company
take with their three operations managers. Because
they identified the five roles they wanted each of the
managers to assume, they could ask each of them if
they wanted to take on the responsibilities.

The owners recognized they hadn't taken the time to
speak with the operations managers regularly. They
spent most of their time looking at the results and
telling the operations managers what to do.
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When they incorporated the three operations
managers into the leadership team, the owners
clarified what they wanted from the operations
managers. As they began to describe what they
wanted, the operations managers had the opportunity
to enter the dialogue to talk about what they were
doing right now.

As the discussions progressed, the owners and
managers clarified the page they wanted to be on
together. Together they began to identify what they
wanted from the company, where they wanted it to
go, and how they intended to get there. They began to
recognize that they were on the same page more often
than not as they agreed on these primary goals and
paths.

The managers were now responsible for working with
their direct reports and holding them accountable for
the tasks they were given to do.

The more conversations the owners had with the
operations managers now on board, the greater the
trust developed. As the operations managers began to
trust the leadership team to be open, the managers
started to share what was actually going on in the
field. The entire leadership team gained more in-depth
insight into how the company was moving forward and
how it could move forward more effectively.

16



One of the great learnings the owners gained was their
picture of the company had been limited by their lack
of trust in their managers, and the consequent lack of
conversation about the obstacles the field was
experiencing every day.

Over time the managers learned how to lead and
manage their direct reports. They learned how to have
regular conversations with their people. They learned
how to serve as mentors and coaches to help their
direct reports more clearly understand their roles in
the company and how their contribution helped the
company achieve its goals.

It was interesting to see the leadership team become
more open and honest with each other. Of course, as
leaders began to use this communication style
throughout the company, everyone began to see the
difference.

There were some difficulties along the way. One of the
operations managers had run a company of his own
for several years before working in this company. His
style of management was similar to what the owners
here wanted to do initially. He told people what to do
and they did it. If they didn't do it, he fired them and
found somebody else. Since this was his long-term
management style, he found it difficult to change to a
more collaborative method.

Although he said he would use the new management
style, he inevitably defaulted to his former
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management style. The leadership team members
struggled with him for about six months before it was
clear that he wouldn’t change even as they continued
to clarify their expectations. It was more and more
difficult for this particular manager to work with the
leadership team. At one point, the owner, whose role
was the Integrator™ on the leadership team, had a
long serious conversation, and the manager was
moved to another position.

Now that the Operations Manager slot was open, the
leadership team began to look for someone who would
fit that particular position like a hand in a glove. When
they did, it was no surprise that the efficiency of the
department went up significantly. There were fewer
problems and more significant progress for the
company as it moved toward achieving its goals.

Maybe they are not in the right seat -
Be prepared to forgive.

Eventually, all three of the people who initially took
responsibility for managing the three operating
divisions moved to other places in the company. One
could not make the transition to the collaborative,
facilitative management style. Over time, the entire
leadership team determined he did not live out the
teamwork core value the leadership team was
implementing, so he was moved into a
non-management position. Tran, one of the owners
who had taken charge of one of the operations

18



divisions, recognized he wanted to do some other
things in the company. He stayed on the leadership
team, but in a training capacity because he knew the
best practices so well.

And the third is an interesting story. Ron, the CEQO,
was pleased with Maurice, one of the managers he had
invited to join the leadership team. Maurice was an
excellent craftsperson who was very exacting in his
work. He expected the members of his team to
perform at the same level. During the six months when
the leadership team was rolling out the new EOSe
operating system’s tools, Maurice regularly reported
that he was training his team and using them.

Ron was furious when he discovered that Maurice was
not using the tools and had not trained his people to
use them. He asked Maurice for a meeting and, after
hearing the truth, fired Maurice. With no one else to
take Maurice’s place, Ron took the position himself.

After a couple of months of trying to run the team,
Ron recognized he did not have the expertise to help
the team complete their very technical tasks. After
some soul searching, Ron asked Maurice to come to
the office for a conversation. During this conversation,
both Ron and Maurice discovered that Maurice was
the Right Person because he shared the company
values. They also agreed that he had been in the wrong
seat because he could not manage the team. Maurice
could help the team complete their technical tasks

19



safely. He could train the team in technical expertise
areas, but he did not want to manage it.

With that in mind, Ron apologized and asked Maurice
if he would be willing to rejoin the team as one of the
journeymen responsible for overseeing the team’s
work’s technical aspects.

Ron learned that when someone cannot perform a
particular set of tasks in the company, it might mean
he is in the wrong seat. Maurice was on the same page
with the leadership team about where the company
was going and how it would get there, but he was in
the wrong seat. After the move that took pressure off
Maurice and allowed him to do the job he wanted to
do, he became a valuable member of the organization.

20



Chapter 3

How Much Should | Tell
Them?

Building trust, first in the leadership team, and then
throughout the organization, is one of the most
critical steps owners can take to accomplishing great
things in their company.

The more they know about the state of
the company, the better decisions they
can make.

For leadership team members to take responsibility
for the company’s direction, they must know how their
decisions affect the bottom line. Owners are often
reluctant to share their top line and bottom line
budgets and profit and loss even with their managers.
As they prepare to share the company leadership with
their management team, they ask: “How much of the
company’s financial position should I share with the
management team?”

The transition from one or two owners trying to run
everything (and spending more time than they want to
spend running the entire company) is not easy.
Sharing the company’s leadership with a healthy,
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functional, cohesive leadership team requires sharing
information. The more the leadership team members
know about the company, the better decisions they
can make.

Of course, it only makes sense to share sensitive
financial information when the owners trust the
leadership team. It often takes time to build this trust
with the entire management team. The goal must be to
get to the place where the management team is
comfortable being open and honest with each other
when they meet. Another goal is for the owners to get
to the place where they are comfortable sharing the
company’s financial statements.

You can’t get everyone on the same page without
agreeing on the financial goals and having an open and
honest set of metrics tracking the progress to the
goals. Building enough trust in the team is the
prerequisite for getting everyone on the same page.

When everyone is comfortable sharing and knowing
the company’s financial realities, and everyone can
hold that information confidentially, the leadership
team can make informed decisions about its
responsibilities.

22



Sharing critical information and
obstacles frees you.

A business service company had a significant amount
of debt. The debt was a multiple of the company’s
annual income. It was not a surprise that the owner
regularly struggled with the debt burden. He had not
shared this information with the rest of the team. He
was concerned that if they knew the debt, they would
lose confidence in the company.

After a year of meeting with his team and learning to
trust them, he shared the financial statements. The
financial statements revealed a large amount of
uncollected receivable income. While some of the
uncollected revenue came in from time to time, the
total amount every year remained about the same.
There was no effective plan to deal with the large
number of uncollected receivables.

When he shared this with the team members, they
took responsibility for solving the problem. They
began to ask why the money was uncollected. They
created a plan to ask for credit card numbers from
every client to collect what they owed as they left the
office. It took several months to change from the
unsuccessful monthly billing process to requesting
and using each client’s credit cards.
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As he saw the team treating the information seriously,
he considered sharing the total scope of the debt.
When he finally shared his burden with them, he
discovered two things. First, the team took the
information seriously and began to work even harder
to collect the receivables. They began to ask about
how they could include the debt repayment in their
annual plans.

Second, the owner found he could share the debt
burden because he could trust the team to take
responsibility for solving the problem. The
transparency of communicating financial information
allowed for camaraderie amongst the entire team. The
owner no longer felt alone.

Show people how to advance.

Entrepreneurs ask about how to respond to an
employee who wants more money. Leaders sometimes
fear that if the leaders knew how much profit the
company is making, they would ask for more personal
compensation.

Remembering that a manager’s task is to help people
get what they want, I offer them a copy of Earn It!
authored by my good friend, Jill Young. Jill says:

Every business owner has been faced with an
employee asking, "Can I have a raise?" Whether
their performance is good, adequate, or
terrible, employees often lack clarity about how

24



to connect their performance to the value they
create for the company. Earn It! is a how-to
manual to begin that conversation. Directed
toward employees of growth-oriented
companies, Earn It! is a step-by-step guide that
creates awareness in the reader about how to
contribute at a higher level and then builds an
action plan for getting there.’

A great manager helps people discover that their
compensation comes, not from the number of hours
they work, but from the value they bring to the
organization. When they recognize this is the way
entrepreneurs reward themselves and the people they
work with, they can search for ways to increase the
value they bring to the organization.

Most entrepreneurs have little trouble increasing
someone’s compensation when they recognize the
added value the employee provides the organization.
Teaching employees how to increase their value is a
vital skill managers can develop. As employees
increase the value of their contribution to the
company and the company increases its value, it is
much easier for responsible leaders to increase their
compensation.

® Young, Jill E. EARN IT! : the tools you need to earn the
money you want. LULU Publishing SERVICES, 2016.

25



Chapter 4

Can | Develop My Leaders?

There are leaders in every organization who have not
been given opportunities to demonstrate their
leadership ability. They often will grow into positions
of greater responsibility with support and direction.

When you have the right people, you
can afford to invest in them.

Sometimes the culture of the company resists firing
people. One of my clients includes “We support each
other” in the corporate list of core values.® I was
amazed at how far they carried that out in their
leadership team. As we worked through the Right
Person Right Seat process each time we met, it was
evident that everyone on the team was the Right
Person. They all fit the core values like a glove.

It was also clear that two team leaders clearly
understood how essential their functions were in
achieving the company’s goals. They wanted to fulfill

¢ Core Values: A timeless set of guiding principles that
define your culture and the behaviors you expect from each
other. They help you determine who fits your culture and
who doesn't, and they help you attract like-minded people
to your team.
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the tasks in their role well. One of the two had been
with the company for 17 years, starting as a sweeper in
the warehouse. He was now the manager of the two
warehouses the company used in the business.
However, the warehouse manager had not been
responsible for formally managing the pickers, the
loaders, and the rest of the warehouse staff.

The sales manager was an accomplished salesperson,
consistently hitting her numbers in the sales
department. She was having difficulty managing the
rest of the sales department.

The leadership team monitored each leader’s
performance during the first two quarters of their EOS
engagement. The members all agreed they had good
people dedicated to the company who wanted to
perform their jobs well. They also discovered that the
sales manager and the warehouse manager could
improve their performance. Their resolution of the
problems reflected the leadership team’s commitment
to their core values.

They asked the Visionary’ to find the best sales
management training in the area. He did. He sent the
sales manager and the entire sales team to the local
sales trainer to learn a sales process every salesperson

"Visionary: Often the company founder, a Visionary is a
strategic thinker who always sees the big picture and is
tuned into the future of your industry. Visionaries are
usually great with big relationships and the culture of the
organization.
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would use. The sales manager learned how to manage
her sales team. She demonstrated that all along the
way she could be a great sales manager. Supporting
her by getting help in defining the sales process and
giving her training in sales management helped her
resolve the issues she was facing in managing her sales
team.

There was a similar resolution for the warehouse
manager. The leadership team asked him if he was
interested in learning more about managing a group of
people. He eagerly said YES. The team offered to help
him enroll in an MBA program in a local school and
paid for his classes.

Focusing on developing team members
builds trust.

The two team members improved their skills at
managing their teams. They also developed substantial
trust in the senior management team. With the
increased trust, the members of the entire group
became more comfortable speaking their mind. They
were able to make mistakes, ask for help, and receive
valuable feedback from their fellow team members.

The more the members of the team helped each other,
the more they could be open and honest about their
perspectives on the business. As the leaders saw the
owners, who were on the management team,
supporting team members who wanted help, they

28



could trust they would receive help if they asked for it.
They also became more open to hearing from fellow
team members when they were not hitting their
scorecard numbers or not achieving their goals.

When the members of the leadership team believe
they will be heard in the meetings, they can help
design decisions that will move the company toward
the goals they have all agreed upon. They begin to find
themselves on the same page.

A great manager develops people.

There is a management style that teaches a manager’s
job is to get his/her people to do what they are told to
do. When they don’t, the manager’s next step is to
discipline the failing employees. In the 18 years I
trained sales managers, the managers often started
the program by asking for techniques to “get people to
do what I want them to do.”

[ gave them the bad news: We cannot get people to do
what they don’t want to do. This declaration often
prompted intense discussions of ways to get people to
do what they “have to do.”

The more critical management task is learning how to
find out what people want to do. If people don’t want
to do something, their hearts will not be in it, their
productivity and accuracy suffer, and ultimately they
will find something more in line with what they want.
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So my task as a trainer was to teach managers how to
find out what people wanted to do.

I was once working with a company that had a lot of
customer service issues. At the end of one of my
management training sessions, Mark, one of the
managers, asked if he could walk me to my car. He said
he wanted to ask some questions. I said, “Sure.”

He told me about Alex. He said he was the best
customer service person he had ever seen. Alex, he
said, could speak with an angry customer on the
phone and, within 15 minutes, turn the customer
around. I said that was great.

[ wanted to know what the problem was.

Mark said, “Well, I did what you told me to do. In my
quarterly conversation, I asked Alex what he wanted to
do.”

“That’s good,” I said. “What did he say?

Mark said, “He told me he wanted to be a hairdresser!
So my question for you is: How do I change his mind
so I can keep him as the best customer service person
the company has ever seen?”

“Well, Mark, you can'’t. If he is committed to becoming
a hairdresser, then you can only do two things. First,
you can fire him right now and lose his help, or you
can take him seriously and help him get what he
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wants. If he believes you will help him become a
hairdresser, you will probably see his productivity go
up even higher in the next six month while he studies
for his license.

“The second thing you can do is start recruiting for
the person who will take his place. You have a model
of what you are looking for in Alex. Look for another
“Alex” and ask Alex to help you train him to be as good
as customer service as Alex is.”

At first, Mark was a little taken aback. After a moment
of reflection, he said, “Oh, I see. I cannot change Alex,
but I can offer to help him get what he wants and ask
him to help me get what I want.”

Mark got it. A great manager’s job is to help the people

on his/her team get what they want, even if it means
they will be leaving the team.
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Chapter 5

From the Beginning

Even organizations with fewer than ten people can use
the disciplines of implementing an operating system
they will grow into.

Two people with great idea(s).

It is not often that a company with two people wants
to work on their organization. I initially thought two
was too small a number of people to identify how to
move forward toward being the best. Since I had
known one of the partners for a long time, I agreed to
spend time with the two of them, creating a great
organization that would grow into their dream. I
wanted to help them get what they wanted.

First, we wanted to get on the same page. We
identified their core values, discussed the business
they wanted to be in, and we imagined where they
would be 10 years from when they started. They aimed
to have 1,000 households and $1 Billion in assets under
management by the end of 2026.

The time the two owners spent working through the

issues were not so much disagreements as they were
their mutual efforts to clearly articulate their common
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expectations and goals. Once the two partners had
clarity about who they were as a company and where
they were going, they could begin to identify the
various functions necessary to move in the direction
of their goals.

Accountability Chart™ first - Then fill
the boxes.

The process of building an organization on paper,
using the Accountability Chart™, was fascinating to
watch. Rather than looking at existing employees to
see how they would “fit” into an organization, the two
partners could focus on what processes were
necessary to position the company for its 25-year
march to their substantial financial targets.

As Gino Wickman and Tom Bouwer say in What the
Heck is EOS?

Great organizations define and implement the
right structure (simplest and best) that will
most effectively deliver their products or
services to the customer. It also helps them
manage their growth to the next level.®

These two entrepreneurs were creating a structure
that, as they implemented it, would help them manage

8 Wickman, Gino, and Tom Bouwer. What the heck is EOS? :
a how-to manual for the employees of a company running
on EOS. Dallas, TX: BenBella Books, Inc, 2017.
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their growth to their 10-year target. Beginning with
the simple questions of who will manage the
investments, who will sell, and who will manage the
office, they could see that identifying what they
needed to do was helpful. Putting a name in the box to
determine which of them would be responsible for
making it happen brought clarity even to their
two-person organization.

It was not surprising that one or the other of the two
partners’ names filled every box. They wore a lot of
hats every day in those early days. The division of
work they created by taking responsibility for the
business’s various functions helped them sort through
tasks and identify who was supposed to be wearing
which hat. Their days were full.

It was not long after the first couple of meetings that
they hired their first employee. They used their core
values to determine whether she was the right person,
and they used the roles in their Accountability Chart
to decide if she wanted to function in the specific seat
that was open, and if she had the capacity to fulfill the
function. They hired her. She lasted for about six
months. The two partners learned it was not easy to
determine if a candidate was a Right Person for the
seat.
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100% RPRS.

As the company grew, the leaders learned how
important it is to get 100% of their employees to live
out the core values (Right Person) and perform the
roles they outlined in their earliest meetings. They
also discovered how important it is for the people to
want to do the job.

How often productivity suffers when someone might
perform their task well even though they want to be
doing something else. In the early stages of the
company, it was easy for the small group of four or five
people to feel like it was always: All hands on deck,
with everyone doing everything at one time or
another.

The leadership team grew from two to three, and they
agreed they would encourage each other and others
they hired to live by the roles outlined for their seat in
the Accountability Chart. As they began to hire more
people to take responsibility for the various functions
of the business they originally designed, the owners
relieved themselves of the duty. They could spend
more time on the things they were good at and
wanted to do.

As they work their way through the one-year plan and
their 3-Year Picture™® on their way to their 10-Year

9 3-Year Picture™: A definition of what your company will
look like, feel like, and be like in three years. The 3-Year
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Target™, they review their Accountability Chart
every quarter. They verify the structure they designed
initially is still helping them move toward their goal.
While they were great at predicting what they would
need as the business grew, they have also learned that
structures can be changed when needs change or
issues arise.

The leadership team also examines every employee
every quarter using the People Analyzer™" to verify
they are in the right seat. First, you build the
structure. Next, you make sure you have the Right
People in the Right Seat. It is usually a mistake to
create a position for someone who has value. The
more effective path is to create the position that will
provide the function necessary to move the business
forward, clarify the roles in that function, then seek
the person who fits the seat.

This has been the path these two entrepreneurs have
followed as they move toward their big goal. They
recently added their ninth employee. They continue
on their way.

Picture creates a powerful image of the future and helps
everyone work towards the same vision.

'010-Year Target™: A long range, energizing goal for the
organization, ranging from five years to twenty years out.
" People Analyzer™:A simple tool that pulls your Core
Values and Accountability Chart together to help your
organization identify if they have the Right People in the
Right Seats.
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Chapter 6

Coaches for Managers or a
Company Operating System?

Everyone can use a mentor or coach. There is great
value to being part of a peer group of fellow
executives. Having a company-wide operating system
the entire organization follows and operates within
brings excellent focus and accountability and it gets
everyone on the same page.

Great leaders have coaches, peer
groups, and a robust company
operating system.

The owners of a complex company in the legal field
were frustrated with their large leadership team. They
wanted to help the nine members of the leadership
team to improve their performance. They began to
look for nine coaches, one for each member of the
team. Everyone can use an advisor, a coach, or a
mentor. We can always get more effective and more
efficient results when we engage someone with
expertise to give us feedback and hold us accountable
for what we said we would do.
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What the owners didn’t anticipate was that while the
leaders might improve their results with nine different
coaches, the leaders might not all end up on the same
page. The owners had a rough idea of where they
wanted the company to go, but they hadn'’t shared that
with the leadership team in a way that brought them
all onto the same page.

As the owners and the managers began looking for
coaches, they discovered what it would be like if
everyone on the team and ultimately, everyone in the
company, were on the same page. They also realized
this was unlikely to happen if there were nine different
coaches involved. When the owners began to explore
the path to getting the leaders on the same page, they
recognized they themselves had never agreed upon
their core values or clearly defined each of the
managers’ roles. Everyone knew from their title what
area they had responsibility for, but no one had real
ownership of their department. There were no clear
job descriptions. They were spending significant
amounts of time in their meetings discussing
departmental issues.

Agree on where the company is going

and how it is going to get there.
After they recognized they were not on the same page,
they chose to discuss where the company was going.

To their surprise, they all wanted to triple the annual
revenue of the company in ten years, but they had
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never before agreed on it together. They also decided
how many cases that revenue number would
represent.

From there, they could begin to see how they would
get there. The team got very clear about what the
company would need to look like in the first three
short years on their way to the long-term goal. Each of
the leaders began to see what they would need to do
to support this growth.

They discovered that they could use the same words
to describe where the company was going when they
began to share these plans with the rest of the
employees. They agreed on how they would track their
progress, set goals, and what they and the rest of the
company would need to learn to accomplish those
goals consistently.

The company began to use a system to operate.
Learning how to make decisions and increase the
probability that the actions necessary to implement
those decisions would be done in a reasonable amount
of time was a great learning experience. They knew
they had to roll those systems out to the people in
their departments.

While individual coaching might have helped each of
the leaders improve their productivity, getting on the
same page about the company’s future and agreeing
on how they could work together to achieve that
future became the critical path to success.
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The best outcomes come from pure
intentions and consistent behaviors.

This company is still a work in progress. The outcomes
they have achieved so far have come from asking
themselves regularly whether their goals and actions
are aligned. Does what they want to achieve
correspond to what they are doing daily, weekly, and
quarterly?

When the rest of the company realizes that what the
leaders say actually corresponds to what the leaders
do, they experience a congruent message. Congruence
creates trust and dependability. When everyone in the
entire organization agrees to live by the company’s
core values and when everyone is in the right seat and
is motivated to fill the roles for that seat, then and only
then can they begin to move in the same direction.

As the leaders document the core processes and train
people to follow those processes, everyone begins to
be able to measure their contribution. When the
leaders celebrate their departmental teams’
achievements, the work becomes more productive,
profitable, and even fun.

In this company, the leadership team found their
productivity was based more on their joint efforts than
on individual performance. They began to celebrate
regular progress toward the annual goals which led to
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future achievements and the inevitable success they
claimed at the beginning of the process.

Everyone in the company is beginning to see how their
contribution to the company moves the company
forward to the long term goal of tripling the annual
revenue. They can celebrate their progress along the
way because they are all on the same page moving
together.
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Chapter 7

Clarify the Vision

Leadership teams and the rest of the company get on
the same page when they know where the company is
going and how it will get there. Clarifying the vision is
a potent tool in the path to becoming the best.

Founders and Owners (Visionaries)
have lots of ideas about what they
want.

Businesses can run successfully for years without a
clear direction. If they can pay their bills, provide for
their clients, and provide a profit for the owner, the
leaders can be happy. Owners can be confused or even
frustrated when they do not see the business moving
in the direction they want it to go, but they will be
reluctant to share their vision if they think it will
negatively affect morale or business profitability.

To get everyone in the business on the same page, the
owner, often the person with the most vision, must
express their hopes and dreams. Visionary business
owners often have many ideas for making the business
better, serving more customers, and often, how to
achieve what others in the organization might
consider unachievable goals. Creating the context for
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sharing these grand ideas and building a way to
achieve them requires a leadership team to trust
enough to first listen to the ideas and then to design
paths to accomplish them.

What is clear to the visionary is not always clear to
others on the leadership team. When the leadership is
committed to the longer-term goal, describing what
the organization will need to look like in three short
years to achieve it is essential. Painting a picture in
technicolor of what the organization will look like is a
grounding experience for everyone.

Did you See what | Said?

Visionary leaders often believe they are much better
communicators than they are. They think they have
communicated where they want the company to go
clearly. They do not understand why others on the
leadership team have trouble describing the vision.

In a 2006 Harvard Business Review article, Chip and
Dan Heath reported

In 1990, a Stanford University graduate student
in psychology named Elizabeth Newton
illustrated the curse of knowledge by studying
a simple game in which she assigned people to
one of two roles: “tapper” or “listener.” Each
tapper was asked to pick a well-known song,
such as “Happy Birthday,” and tap out the
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rhythm on a table. The listener’s job was to
guess the song.

Over the course of Newton’s experiment, 120
songs were tapped out. Listeners guessed only
three of the songs correctly: a success ratio of
2.5%. But before they guessed, Newton asked
the tappers to predict the probability that
listeners would guess correctly. They predicted
50%. The tappers got their message across one
time in 40, but they thought they would get it
across one time in two. Why?

When a tapper taps, it is impossible for her to
avoid hearing the tune playing along to her
taps. Meanwhile, all the listener can hear is a
kind of bizarre Morse code. Yet the tappers
were flabbergasted by how hard the listeners
had to work to pick up the tune.”

The same thing happens when a business executive
who has heard the same message in his /her mind for
years describes the vision in a few short words and
expects everyone hearing the words to have the same
experience. Leaders can translate their dreams into
concrete language with stories, pictures, and detailed
descriptions of the accomplished vision. The more

2 Heath, Chip, Heath, Dan (2006). The Curse of Knowledge.
Harvard Business Review, december 2006.
https:/ /hbr.org /2006 /12 /the-curse-of-knowledge
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detailed the future picture, the clearer listeners will
see the future, and the more likely it will come to be.

Write Down What You Agree on.

When the owner of a successful business said he
wanted to spend one week a month in the office
within the next five years while doubling the revenue
and the number of customers, the leaders were first
surprised. In fact, they were amazed, but then they
began to wonder what that would take to accomplish
that vision. They couldn’t see what it would take for
him to continue to participate in the company’s
leadership while he was absent so much of the time.

The first step was to clarify what the leadership would
look like at the end of the five years. Then they began
to list all the things that would need to happen in the
next three years. This list included what the revenue
would be, how many people would be employed, what
the customer count would be, and how much profit
would be available. They also realized they would need
to have more of their working documents and records
online.

With these plans on paper and recorded in the
V/TO™" they could begin to see what they would
need to accomplish in the next 12 months on the way

BV/TO™ (Vision/Traction Organizer): A two-page
document that helps your leadership team define,
document, agree on and share the company vision.
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to that 3-Year Picture. Since they could now see the
3-Year Picture in technicolor, the steps toward it
became clearer. Just agreeing on the most critical 5 to
7 goals for the year and writing them down helped the
team to identify the company’s most important
projects and the projects the leaders had to
accomplish in the next 90 days.

When they met every 90 days to assess their progress,
they could remind themselves of where they were
going in the next three years. They could verify they
were on track to accomplish their annual goals. They
could make any changes to the plan made necessary
by changing conditions.

By articulating the vision and writing the plan on
paper, the leadership team and the entire organization
could understand where the company was going and
how it would get there. Communicating regularly with
the whole company allowed everyone to participate in
the company’s progress and ultimate success.

Tracking success and failure helped everyone to
recommit every 90 days to the journey outlined in the
owner’s vision that he shared at the beginning of the
five-year journey. Once his dream became a company
vision with an incremental, step-by-step plan for the
journey to success, everyone began moving
confidently in the same direction.
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Chapter 8

Sometimes They Have to Go

Getting the right person into the right seat can be the
most powerful means of moving the company to the
next level. Courage and resilience are requirements
for getting to the goal of 100% of the employees being
the right person in the right seat.

Hire and Retain the Right People.

A very successful manufacturing company was eager
to continue its path toward the goals the owner had
for the company. The owner, Tobias, had lots of
experience in manufacturing the product. One of his
goals was to be known as one of the top producers in
the country for his product. He had started the
company himself, and he had had that dream from the
beginning.

Tobias had high expectations for sales. When he
started the business, he was doing most of the selling
and covering many other company responsibilities,
too. When Tobias brought Julian, an experienced
entrepreneur, onto the team to run the finances,
Tobias knew he could delegate the financial tasks to
Julian. Fortunately, Julian had run a successful
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software development business, so he could serve as a
business advisor, as well.

The sales team was distributed up and down the West
coast, so the sales manager was often on the road
meeting with his team. A true visionary entrepreneur,
Tobias had strong expectations of the sales team. After
all, he had been responsible for the sales that built the
company. Nick, the sales manager, usually agreed with
Tobias, but, as I said, he spent most of his time on the
road with his team.

[ got a call from Tobias after working with the
leadership team for four months. He said he was
frustrated with what he learned about Nick’s conduct
with the sales team. Tobias said he was under the
impression that Nick was onboard with the sales
process the team had agreed to use, and the next
quarter’s sales goals the team had identified.

When Tobias met with a couple of the salespeople, he
discovered that, while Nick smiled and agreed with the
decisions made in the meeting, he told the sales team
that he disagreed with Tobias and the rest of the
leadership team. Nick also told the salespeople he
would work to change the plan and the goals. Tobias
was disappointed that he could no longer trust Nick.
That was a blow to the entire leadership team.
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Get 100% of the team in the Right
Seat.

At the same time, Tobias was delighted to have an
operations lead on his team who had worked with one
of the larger manufacturing and installation
companies in the market for similar products. John
had many ideas about managing the production on the
manufacturing floor and was eager to implement
them.

Over time, it became clear that, while Tobias and
Julian were eager to make the leadership team and the
entire company more collaborative, John’s
management style was different. He spent hours
creating systems that he could then tell people to
follow. He was frustrated when he explained things to
the various production teams, they smiled and then
went back to producing the products the way they
always had.

John began to express his frustration by asking
permission to fire the leaders of the manufacturing
teams. Again and again, Tobias and Julian explained
they wanted to improve the current manufacturing
process, not replace it.

Even with all the systems John created, the production
quality did not improve. The company was running
profitably, but it was not making progress toward the
goals Tobias and the leadership team had agreed upon.
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When all fails, make them available to
the industry.

When Tobias spoke with me, his concern was not
Nick’s inability to manage the sales team. He was
frustrated that what Nick agreed to in the meeting was
not what he did with his team. Nick lied and Tobias
saw it. Further, while Nick took information everyone
in the leadership meeting agreed on, he told people
outside the meeting he didn’t agree with the decisions.
Not only did Nick lie to his fellow team members about
supporting the ideas agreed upon in the meeting, he
also broke the leadership team’s unity. He wasn’t
speaking with the one voice of the team, but with a
dissident single voice in disagreement with the team.

Tobias decided he would speak with Nick the next day.
He said he would share that he had discovered Nick
was undermining the team by lying and ask Nick if
what he was seeing was accurate. Tobias did this and
in response, Nick expressed no remorse. Hearing no
remorse, Tobias fired Nick because the team and
Tobias himself no longer trusted him. Sometimes
making an employee available to the industry is the
best thing a leadership team can do for the company’s
good and the employee’s good.

The leadership team continued to work with John

encouraging him to adjust his vision to the company
vision rather than seeing how it compared so

50



unfavorably with the previous larger company he
worked for. Unfortunately, John could not change
from the top-down management system he previously
used to the collaborative management system the
leadership team wanted to use. John eventually took
another position in a state to be closer to his son.

These two changes allowed the leadership team to
search for a sales manager and an operations manager
who were more in line with the company’s core values
and willing to use the company operating system to
help the entire company achieve its goals.
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Chapter 9

How to Get People to Do
What You Want Them to Do

Sometimes founding entrepreneurs are the most
creative business leaders with many new ideas. They
are eager to provide solutions, often before others
even recognize a problem exists. However, there
needs to be a stable structure where the
entrepreneur’s ideas can be heard. Without a sounding
board, the entrepreneur’s constant flow of ideas can
result in chaos.

Creative founders (Visionaries) have
lots of great ideas.

If you are the founder of your company or are a
visionary, you have great ideas — lots of them. Often
these ideas occur to you in the middle of the night or
after you have spent some time in a Clarity Break. ™™
If you have been the only one making decisions for the
company, you are probably used to putting these
decisions into action the next day. Using a

4 Clarity Break™: The time you schedule with yourself to
work “on” your business. It's “think time” for entrepreneurs.
Schedule regular time with a pen and paper to think about
your business.
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management system where you always make the final
decisions means everyone has to come to you to hear
your decision before they take action.

On the other hand, you may have decided you are
working way too many hours. You may have begun to
delegate responsibility for managing the various parts
of the business to people who get it, want it, and have
the capacity to excel in their positions. There can be a
transition period as the team begins to trust that you
really have delegated responsibility to them.

Well, then what happens to all the great ideas you
have?

One of my client companies is a service provider to
over 3500 clients they regularly meet with. There are
35 people in the company to support the four
professionals who provide the services. One of their
providers owns the company and is a creative
visionary with a steady flow of new ideas.

For several years, the owner brought new ideas to the
managers and told them what he wanted them to do
or how he wanted them to change. He began to yell at
them in frustration if he didn't see the changes happen
the next day or two. This behavior was ineffective, and
it also made it difficult for managers to take the
initiative when they saw a better way.
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How many times do | have to tell them?

Given the time demands on the owner, who was one of
four service providers to 3500 clients, it was
challenging to find time to explain what he wanted his
employees to do. The best method he could come up
with was to quickly go over the new directions in a
short daily meeting with a bullet list handout.

We know from teachers of effective communication
like Dr. Thomas Gordon, the author of Parent
Effectiveness Training, that an important tool is a short
list of rules followed consistently, not 30 rules, but a
few rules that do not change frequently. We also know
that it takes at least seven repetitions of the message
for people to understand it.

That is often a difficult message to hear. Developing a
consistent set of rules and processes in a business is a
task that is well worth the effort. Creating these rules
is best done with the leadership team rather than with
one or two people. By involving the team, there is an
opportunity for consideration and input from the
managers who will be sharing these rules and
processes with the people they manage.

Unless there are emergencies (that I call “blood on the
floor” or “fire In the hall”), everyone follows the
agreed-upon rules and processes. It will take time to
document the organization’s best practices, and it will
take time to train people to use them. Asking the
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people who perform the duties to assist in refining the
process will make the implementation easier.
Remembering that it takes at least seven times for
someone to hear what you are telling them will reduce
the frustration. The goal is always to have 100% of an
organization’s core processes documented and
followed by everyone.

The role of #2, the Integrator.

But what about the problem we identified, you
remember — the many great ideas the visionary comes
up with every week (or every day'!)? Many of those
middle of the night ideas are great ideas that can help
the company make great strides toward accomplishing
the goals. On the other hand, as Dave Packard, one of
HP’s founders, commented, “More organizations die of
indigestion than starvation.” Sometimes less is more:
fewer ideas and more execution.

Meaningful learning for this visionary who was also
one of the primary service providers was identifying
an Integrator who was responsible for the company’s
day-to-day operation, the profit and loss, and to
whom the management team reported was a valuable
addition to the company. In addition to helping the
management team work together harmoniously to
achieve its goals, the Integrator worked with the
Visionary to pick out the two or three gems from the
twenty-plus ideas the Visionary wanted to implement.
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The Integrator and the Visionarymet regularly in a
Same Page Meeting™® to ensure they communicated
effectively, evaluated all the new ideas, and stayed on
the same page. The Integrator brought reassurance to
the Visionary that ideas would be heard and
considered. Once the leadership team agreed with the
processes and any changes to the process, the
Integrator and the leadership team would follow them.

1> The Same Page Meeting™: a special meeting designed to
help the Visionary™ and Integrator™ in a company running
on EOS® smoke out and resolve issues that weaken their
relationship
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Chapter 10

When You and Your Partner
are on Different Pages

Sometimes, when entrepreneurs who are partners
become open and honest with each other, they
discover their long-term goals are different. As they
become more specific about where they want the
company to go and how it will get there, they can
identify their personal paths.

|dentify the long-term goal.

When business leaders get “out” of the business to
work “on” the business, they begin to consider what
they want to get “from” the business. Being freed for a
short time from the demands of day-to-day
operations, they can imagine where they want to take
their business.

As partners or family members look to the future, they
can challenge each other to think of larger
opportunities. They can also discover their hopes and
dreams are not aligned. Without agreement from the
leaders on where the business is going and how it will
get there, companies are handicapped. Energy is spent
on protecting the status quo or on the tug-of-war
between optional directions for the organization.
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[ have seen results from open and honest
conversations about the company’s future.

Split up - negotiate the value.

A highly creative media company worked for several
years with my improving their sales results. When I
became an EOS® Implementer, the owners asked me
to help them strengthen their leadership team and get
everyone on the same page about the company’s
future.

We started the engagement with the usual three
monthly full-day sessions, identifying the business’s
necessary functions to realize the company’s goals. We
created the functions on the Accountability Chart.
There were more people in the room than there were
leadership positions on the chart. People volunteered
to take responsibility for various positions, but not
everyone was fully committed to the roles.

As a facilitator, [ asked each of the leaders if they
wanted to take responsibility for the seat they were
volunteering for. The other people in the meeting
were certain each of the leaders understood how the
seat they were taking helped the company move
forward. They also affirmed people could succeed in
the position. It wasn'’t clear that some of the people
wanted to occupy the position.
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By the time of the second meeting, two of the leaders
clearly did not want the responsibility for their
function on the leadership team. While this was
surprising, the leadership team accepted the
decisions. Other people on the team volunteered to
take responsibility for the empty seats.

[ learned the deeper significance of these reluctant
leaders’ decisions when the third meeting was
postponed from December to “sometime after the first
of the year.” After the first of the year, as we were
picking a date for the third meeting, one of the owners
told me he and his partner discovered how far apart
they were in where they wanted the company to go.

After spending days discussing the various directions
they might take the company, the two partners and
their wives recognized they could not get on the same
page. They wanted different things from the company.

Having agreed they wanted to go in different
directions, they negotiated to find a way to provide a
mutually beneficial path forward. In the end, one
partner took ownership of the business while the
other took ownership of the building. Each partner
was free to use their ownership to move in the
direction they wanted to go.

I suspect the discovery and subsequent negotiations
were difficult. The resulting clarity about direction and
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path forward gave both parties the opportunity to
thrive.

And then rebuild the team.

When we met for the third time, the leadership team’s
remaining members reaffirmed their commitment to
the company’s core values and direction.

They examined the Accountability Chart™ and filled in
the empty seats. The remaining owner took on the
role of the Integrator™ as well as the sales manager.
The team decided to look for an outside vendor to
manage the HR function, and they set a 90-day goal of
recruiting and hiring a CFO. They accomplished these
goals.

One of the leaders expressed interest in taking on the
Integrator™ function. The team designed a plan to
train him so that he could take on that function. He
and the team accomplished that goal in 18 months.

Because the remaining team members agreed on
where they were taking the company and how they
would get there, they didn’t miss a beat. Filling in the
empty seats became issues to be solved rather than
obstacles.
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Conclusion

What Do Business Owners
Want?

Just as there are varieties of reasons people own
businesses, there are varieties of hopes, dreams, and
desires. Business owners are often frustrated by

e People not being on the same page or not
performing adequately
Not enough profit in the company
Having to work more hours than they want to
work
Hitting the growth ceiling
Ineffective quick-fix programs

Until leadership teams systematically solve these
issues and roll their solutions out to the entire
organization, productivity will be limited, growth will
be hindered, and the best employees will be
vulnerable to offers from competitors.

The ten stories in this book reflect leadership teams’
commitments to creating a path to greatness. In the
process, leaders improved their management ability.
Communications improved, and many of the leaders
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reported they achieved a better life /work balance on
the way to getting what they wanted.

If you are not getting what you want from your
leadership team or your business, ask yourself if you
and your team are on the same page. Does the entire
organization know where you want to take the
business? Do they know how they can help achieve the
company goals?

If you are experiencing situations similar to these
stories, you don't have to be frustrated. Get started
using a system to help you. You can get what you want
from your business by getting everyone on the same

page.
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Next Steps

[ hope this book has sparked some new thinking and
insights for you. My passion is helping business
leaders get what they want from their business. If you
are getting what you want, congratulations. If you are
not, let’s see if I can help. Whenever you're ready, here
are three ways you can start:

1. Subscribe to the Pilgrim on the 405 podcasts.
www.pilgrimonthe405.com

2. Sign up for the 5 video series sharing tools from
the EOS® Toolbox. You can use these to get
your leaders 100% on the same page with
where your business is going and how it is
going to get there.

www.theeveryonebook.com /5videos

3. Call me or email me to request a 90-minute
meeting where I will show you and your
leadership team how to become more
disciplined and accountable, a healthy,
functional, cohesive leadership team
collaborating well to achieve every part of your
vision.

(949-355-6013 or willcrist@willcrist.com
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