A Book Report on
Traction — Get a Grip on Your Business

by Gino Wickman

(Book Report by Gary Tomlinson)

Introduction:

This book is not another silver bullet management bodlawor-of-the month strategy. It's
based on real-world experience, practical wisdom anddsadruths. More importantly, it
works. Through hands-on experience, | have developed tcatdot thorough method to help
strengthen and re-energize your business.

If you're like most entrepreneurs, you're probably expaimnone or more of five common
frustrations:

1. Lack of control: You don’'t have enough control over your time, marketour
company. Instead of controlling the business, the busisessitrolling you.

2. People: You're frustrated with your employees, customersdeesor partners. They
don’'t seem to listen, understand you or follow through wigir actions. You're not on
the same page.

3. Profit: Simply put, there’s not enough of it.

4. The ceiling: Your growth has stopped. No Matter what you do, yout c&a®m to break
through and get to the next level. You feel overwhelmedusmsure of what to do next.

5. Nothing’s working: You've tried various strategies and quick-fix remedigsne have
worked for long, and as a result, your staff has beammeb to new initiatives. You're
spinning your wheels and you need traction to move again.

What | teach business leaders is simple, but not singplishelp them melt away the five
common frustrations by implementing the same basis thak successful organizations employ.
As a result, business leaders come out feeling marenitrol, happier and less stressed. Their
organizations are more profitable, more focused and stiaffgdeat employees.

You are not your business. Your business is an entagdnof itself. Yes, you created it, but in
order to find success, you have to turn it into a self-sustporganism. Reaching the next level
requires more than just a product or service or a siggiermination to succeed. You need
skills, tools and a system to optimize your people, pgasEXecution, management and
communication. You need strong guiding principles thdtwakk for your company day in and
day out.

This book contains all the tools and components that mnaltee Entrepreneurial Operations
System (EOS). EOS is a holistic, self-sustaining systat addresses the six aspects of your
business. Master the individual elements of EOS andlymuable to integrate them into a
powerful framework that will help you gain traction andlize the vision you've always had for
your company.

Tomlinson & Associates ¢ “Organizational Excellence - A Culture of Discipline” ¢ www.garyetomlinson.com Page 1



Chapter 1: The Entrepreneurial Operating System:

The Entrepreneurial Operating System (EOS) identifie K8k Components of any
organization. They are:

1.

Vision: Successful business owners not only have compellingngdor their
organizations, but also know how to communicate thosengdo the people around
them. They get everyone in the organization seeingahe clear image of where the
business is going and how it's going to get there. It soeasg, but it's not. The more
clearly everyone can see your vision, the likelier goaito achieve it. Focus everyone’s
energy toward one thing and amazing results will follow.

People: Successful leaders surround themselves with great pedplecan’t build a
great company without help. Be truly honest with yoursAate all of your people the
right ones for their jobs? The reality is that soane probably hurting your cause more
than helping.

Data: The best leaders rely on a handful of metrics tp l@anage their business. The
Data Component frees you from the quagmire of managirsppalities, egos, subjective
issues, emotions and intangibles by teaching you whichasetrifocus on.

Issues: Issues are obstacles that must be faced to executeigmur. Just as an
individual’'s success is directly proportionate to hisier ability to solve any issues that
arise, the same holds true for a company.

Process: Your processes are yowayof doing business. Successful organizations see
their Wayclearly and constantly refine it. Due to lack of knalgle, this secret

ingredient in business in the most neglected of th&kK&xComponents. Most
entrepreneurs don’t understand how powerful process cdoubehen you apply it
correctly, it works like magic, resulting in simpligi scalability and profitability. You

will never get your company to the next level by keepimgryprocesses in your head and
winging it as you go.

Traction: Inthe end, the most successful business leaderseaomés with traction.
They execute well and they know how to bring focus, actability and discipline to
their organization. Due to fear and lack of disciplite, Traction Component is
typically most organizations’ weakest link. The inabitbymake a business vision a
reality is epidemic

Now that we know what the Six Key Components arenaed to assess where your company is
right now. TheOrganizational Checkupt the end of this chapter will tell you exactly where
you are on this path (pages 10-12). You can also fill @ugtiestionnaire at
WWW.Ee0Sprocess.com.
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In summary, successful businesses operate with atcysér vision that is shared by everyone.
They have the right people in the right seats. Theg bapulse on their operations by watching
and managing a handful of numbers on a weekly basisy ilentify and solve issues promptly
in an open and honest environment. They develop theiegses and ensure that they are
followed by everyone. They establish priorities focleamployee and ensure that a high level
of trust, communication and accountability exists on ¢eam.

Chapter 2: Letting Go of the Vine:

If you're not happy with the current state of your compgou have three choices. You can live
with it, leave it or change it. If the first two amet an option, it’s time to admit that you don’t
want to live this way any longer.

Change is scary. You're not alone in feeling anxious. Apmgardizing what you already
have. But despite the worries, it'’s time for a smfthinking. You need to change from
believing that you are your company and letting it becosmevitn entity. With the right vision,
structure and people in place, your company can evolveeatide its full potential. To be truly
ready for this change, you must be willing to embracddl@wving four fundamental beliefs:

You must build and maintain a true leadership team.

Hitting the ceiling is inevitable.

You can only run your business on one operating system.
You must be open-minded, growth-oriented and vulnerable.

PwpNPE

Building a True Leadership Team: Would you prefer a dictatorship or a true leadership team
approach to running your business? Both leadership methods dgrsagou have to decide.
The philosophy of this book advocates a healthy leadersimp &pproach, where you build a
team of people that define the company’s vision with yblese leaders all have clear
accountabilities and must be able to take initiative dwer tespective departments. You must
also all remain open and honest about all issues andliog wo fight for what is best for the
company as a whole.

Your job right now is to select your leaders wiselfthey don't already work in your
organization, you’'ll have to find them elsewhere. Onag& yeam is in place, each member
needs to agree that the problems in the organizaticasoénis or her responsibility. Once you
take responsibility for a problem, you can help to sdlve

The next leap of faith you have to take it this: As gbedeadership team, so goes the company.
Your leadership team must present a united front to thefrgeur organization. In a nuclear
family, when the child doesn't like the answer from Mom,on she might go to Dad. In your
company, there can only be only one answer and yourrldadeéeam needs to parent everyone
to greatness.

Hitting the Ceiling is Inevitable: Organizations usually expand in spurts, by smashing through
a series of ceilings. Reaching the natural limits afrygxisting resources is a byproduct of
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growth and a company continually needs to adjust its egistate if it hopes to expand through
the next ceiling. You and your leadership team need to stashek this, because you will hit the
ceiling on three different levels: as an organization, deantally and as individuals.

In all of these instances, growth is your only optionyolfi're not growing, be it internally or
externally, you're dying. Most companies strive foteemal growth, but internal growth also
leads to future greatness. In fact, most companiestoestdrt with a focus on the internal
growth before they can even think about external growte paradox is that they will actually
grow faster externally in the long run if they are faxugternally from the outset.

Once you understand that hitting the ceiling is inevitalde, 3nd your leadership team must
employ five leadership abilities to reach the next tevel

Simplify the organization.

Delegate and elevate.

Predict both long-term and short-term.
Systemize.

Structure your company the right way.

agrwnrE

You can only run your Business on one Operating SystemYou must have one abiding
vision, one voice, one culture and one operating systiéns includes a uniform approach on
how you meet, how you set priorities, how you plan atd/gur vision, the terminology you use
and the way you communicate with employees. EOS @parating system that puts everybody
on the same page. Just as a computer program is madearppafrents that organize activity
and various data into a system that enables its useesnmie productive, EOS does the same
for a business.

You must be Open-Minded, Growth-Oriented and Vulnerabé: You have to be willing to be
open to new and different ideas. If you don't know somethiag,have to admit that you don’t
know. You have to be willing to ask for and receive hé¥fost of all, you have to know your
strengths and weaknesses and let other people who ageskilted than you in a certain area
take charge.

You cannot embark on this journey if you're not willing ]ulnerable. You have to let your
guard down to see your organization for what it is. Elineithe facade with your leadership
team and invite openness and honesty. You must also béhgooented to take this journey.

Chapter 3: The Vision Component:

Most entrepreneurs can clearly see their vision. rigreblem is that they make the mistake of
thinking that everyone else in the organization see®it In most cases, they don’'t and as a
result, leaders end up frustrated, staff ends up confuskegraat visions are left unrealized. The
process of gaining traction starts here. Clarify yasion and you will make better decisions
about people, processes, finances, strategies and customer
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Entrepreneurs must get their vision out of their headsdamwn onto paper. From there, they
must share it with their organization so that everyoaresee where the company is going and
determine if they want to go there with you. By getengryone on the same page, you will
find that problems get solved more quickly.

To learn how to create a strong vision, you must firstvan eight important questions (You can
use the//TO — Vision Traction Organizdéound on page 32 to record your answers). The eight
guestions are as follows:

What are your core values?
What is your core focus?

What is your 10-year target?
What is your marketing strategy?
What is your 3-year focus?

One is your 1-year plan?

What are your quarterly rocks?
What are your issues?

NG~ WNE

What are your Core Values? Core values are a small set of vital and timelessigyid
principles for your company. These core values define goltuire and who you truly are as
people. When they are clear, you'll find they attrée-minded people to your organization.
You'll also find that when they are applied in your orgatian they will weed out the people
that don't fit. Once they're defined, you must hireg fireview, reward and recognize people
based on these core values. This is how to build\artprculture around them. (Examples of
Core Values can be found on pages 35 to 44.)

What is your Core Focus? Your job as a leadership team is to establish your orgamza

core focus and not to let anything distract you from tfdte central concept of a core focus has
been given many different names, including “missiorestaint,” “vision statement,” “core
business,” “sweet spot,” etc. | call it core focus lseat should come from your company’s
core and you must stay laser-focused on it. (How to meteryour core focus can be found on
pages 48-52.)

What is your 10-Year Focus?Now that your core values and core focus are cleandhe
guestion to answer is your long-term target. Where do yaot yeaur organization to be a
decade from now? (The reason this particular targiat’se is 10 years is the 90% of EOS
clients have selected it in the past. Some preferteglear target. The length is entirely up to

you.)

What is your Marketing Strategy? The intent of this section is to create a lasarsitocus for
your sales and marketing efforts. Marketing strategyade up of four elements:

1. Your Three Uniques

2. Your Guarantee

3. Your Proven Process

4. Your Target Market/"The List”
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Your Three Uniques: These are what make you different, what make you stahand
what you're competing with. If you line yourself up agait@tof your competitors, you
might all share one of the uniques. Some of you many gvare two, but no one else
should have the three you do. Southwest Airlinesgieeat example of this. It focuses
on low fares, on-time flights and having fun. Thatlsatvdrives everything in the
organization’s business model. If you've flown on Sowstvyou know it doesn'’t offer
any frills. As a result, it doesn’t appeal to everydng,that’s okay. Southwest matters
to its ideal customer and that’s all that counts. (Hmwhoose your three uniques can be
found on page 57.)

Your Guarantee: The second element of marketing strategy is your guataiitaak

of what Federal Express did with overnight delivery: “Wlgabsolutely, positively has
to be there overnight.” Domino’s did the same wittzpidelivery: “Thirty minutes or

it's free.” A guarantee is your opportunity to pinpointiadustry-wide problem and
solve it. This is typically a service or quality probleiviou must determine what your
customers can count on from you. If you guaranteeait il put their minds at ease
and enable you to close more business. Your guarant@eseasndary benefit. It forces
all the people in your organization to deliver on it. Tihatrn forces you to look inward
and make sure you've got all the right people, processesyatems in place to do so. If
not, you'll be forced to improve upon it. Your client lWwiever need to make good on
that guarantee if you're at your absolute best. (Hosetect your guarantee can be
found on pages 58-59.)

Your Proven Process: There is a proven way you provide your service or product to
your customers. You do it every time and it producesdinee result. It's what got you
where you are. What you need to do is capture that gratesvisual format to guide
your sales team. It should be encompassed on one piagéeof paper, it must illustrate
your proven process and it must have a name. It shbald sach step, from the first
client interaction to the ongoing follow-up once your prdadaucservice has been
delivered. Instead of giving a sales presentation and itiagddem with information,
you’re saying, “Let me show you exactly how we are &blaccomplish great results for
our customers. We have a proven process that we fodled The (your company
name) Difference.” (How to create your proven pro@assbe found on pages 60-62.)

Your Target Market: The fourth and final element of marketing strategy is yatget
market, or “The List.” ldentifying your target market invadvdentifying your ideal
customer. Who are they? What are they? You need to #r@r demographic,
geographic and psychographic characteristics. By identifyingtgoget market, you
create a filter. Out of that comes “The List” offeet prospects for your organization
and sales team to target. (How to make “The List”lmfound on pages 63-65.)

What is your 3-Year Picture? With life and business moving as fast as it doesar2tfi

century, there is little value in detailed strateganpiing beyond a three-year window. This step
greatly improves the one-year planning process. Witkhtlee-year picture clearly in mind, you
can more easily determine what you have to do in tkel#months to stay on track.
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What is your 1-Year Plan? We’re now going to the traction side of the V/TO, e¥his about
bringing your long-range vision down to the ground and makingal. That means deciding on
what must get done this year. Remember, less is nMost companies make the mistake of
trying to accomplish too many objectives per year. Th& B@proach is going to force you to
focus on a few goals rather than too many. By doing yoatwill actually accomplish more.
That is the power of focus. (How to create your orex-ydan can be found on pages 68-69.)

What are your Quarterly Rocks? Once your one-year plan is clear, you need to narmw y
vision all the way down to what really mattettse next 90 daysYou should determine what the
most important priorities are in the coming quarterosenpriorities are called Rocks. Quarterly
Rocks create a 90-Day World for your organization, a poweofocept that enables you to gain
tremendous traction. How do they work? Every 90 days igaglership team comes together to
establish its priorities for the next 90 days based on gneryear plan. You discuss and
ultimately conclude what has to be executed in the apeaxtter to put you on track for the one-
year plan, which in turn puts you on track for the thyear picture, and so on.

What are your Issues?While it may seem strange to include a list of problesngaat of your
vision, that list is actually as important as the presieeven questions. Now that you clearly
know where you’re going, you have to identify all of tiestacles that could prevent you from
reaching your targets. The sooner you accept that you $gesi the better off you're going to
be. You will always have them; your success if necti proportion to your ability to solve them.
Your leadership team should state them openly and honsstiigat you can get them out of
your heads and into writing. By doing so, you're takingfits step to solving them. (How to
identify your issues can be found on pages 70-71.)

Shared by All: Now that you have completed your V/TO (the first pdrthe Vision
Component), the foundation for the rest of the EOSé&®is set. The second part is to share
your vision with your employees. The number one reasgployees don’t share a company
vision is that they don’t know what it is. The onlyywgou can determine if your vision is
shared by all is simply to tell them.

You can effectively communicate the company vision ieelrevents:

1. Have a company meeting and unveil your clearly definedrvidiéTO).

2. Every 90 days, have a short state-of-the-company ngeeith all employees. The
objective of this event is to share successes and pspgeegew the V/TO and
communicate newly set company Rocks for the quarter.

3. Each guarter, as you set the Rocks in each departmediyjatca complete review of the
V/TO as a team.

People need to hear the vision seven times beforadladly hear it for the first time.

You'll achieve your full potential when your leadership teamn the same page with answers
to the eight questions. Everyone in the organizatianesithe company vision, wants to be a
part of it and perpetuates it with his or her actionsvemdis. Now you must start to make the
vision a practical reality.
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Chapter 4: The People Component:

It all comes down to getting the right people in thétrgeats. Thaght peopleare the ones who
share your company’s core values. They fit and thriy@ur culture. They are people you
enjoy being around and who make your organization a better jgdme.

In this chapter you will be introduced to your second EO§ thePeople Analyzer which will
cut through the murkiness of personnel choices to showvols right for your company.

Core Values + People Analyzer = Right People

Theright seatmeans that each of your employees is operating withiorther area of greatest
skill and passion inside your organization and that the ane responsibilities expected of each
employee fit with his or hddnique Ability When a person is operating in his or her Unique
Ability, he or she is in the right seat.

One of the obstacles in gaining traction and achieving yisign is that roles, responsibilities,
expectations and job descriptions are unclear due to stlistsues. A hazy structure may have
gotten you to where you are, but it will not take you anthen:. A common mistake entails
creating a structure to accommodate people you like or d@mit to lose. When creating a
structure to function efficiently, you must take the lorgwi Sometimes this means eliminating
or changing seats that are no longer relevant. Takkheough the ceiling, you must make sure
you have the right structure in place to get to the lesnel. That leads us to tiAecountability
Chart, the ultimate tool for structuring your organization tiggt way, defining roles and
responsibilities and clearly identifying all of the seatthe organization.

Unique Ability + Accountability Chart = Right Seats

Right People: When you have the answers to the question; “What arecoevalues?” you
now have the ability to define who the right peoplefarg/our organization. It's important to
note that whatever your core values are, they doakkemhe people who don’t possess them
right or wrong, nor do they make them good or bad. Theyjust fit in your company culture.

The People Analyzer: The People Analyzer is designed to clarify whether yoe hae right
person in place or not. This is one of the top fivdstaothe EOS Process. (The People
Analyzer can be found on pages 84-87.)

Right Seats: Once you're confident you have selected the right pedfgemportant to get
them in the right seats. That means all of your pea@eperating in their Unique Abilities and
those abilities are clearly in line with their rokasd responsibilities.

A seat cannot be created until the organization is stredtin the right way to lift your company
to the next level. To create that structure, we’llag@werful tool called an Accountability
Chart. This is a supercharged organization chart.
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The Accountability Chart: This tool does not assume there is only one way to steuatu
organization. You could read a hundred books on organizatiemalopment and find a
hundred different opinions of the way to structure ajanization. The key question is this:
“What is the right structure to move your organization fmavin the next six to 12 months?”

Next to the V/TO, the Accountability Chart has the mogpact of any EOS tool. It forces its
users to view their organization in a different way smdddress people issues that have been
holding them back for years. (The Accountability Chart be found on pages 88-110.)

With your vision clear and shared by all and with thatrjgeople in the right seats, the next step
IS measuring your progress and having an absolute pulse obuginess. That requires the use
of data.

Chapter 5: The Data Component:

Picture a small plane flying over the Atlantic Oce&talfway across, the captain announces,
“I've got bad news and I've got good news. The bad newstishbayauges aren’t working. We
are hopelessly lost, | have no idea how fast weyriadl or in what direction and | don’t know
how much fuel we have left. The good news is thateveiaking great time!”

Does that sound at all familiar? That’s how mostegreneurs run their organizations. They're
flying blind with no data to let them gauge where they atere/they are going or if they are
heading in the right direction. But they always rem@ptimistic. Only factual information can
provide the basis for productive discussion and decisionAgak

This chapter is designed to help your formulate and managedgtauto let you take the pulse of
your business consistently and accurately so that gouhen take effective action. You will no
longer be managing assumptions, subjective opinions, emaimhegos.

You will gain the power of being able to manage your businessgh a chosen handful of
numbers. These numbers will allow you to monitor yaisifess on a weekly basis, quickly
showing which activities are on track or off track. ®you have tracked those numbers for a
while, you will achieve the valuable ability to see paisesind trends to predict the future.

Scorecard: Anything that is measured and watched is improved. The pbotenanaging
through a Scorecard has been around for a long timeidéaéas been expressed through many
different terms. It's been called a dashboard, flaphrtescoreboard metrics, measurables, key
performance indicators, smart numbers and so on.téayou call it, it's a handful of

numbers that can tell you at a glance how your busiseksing.

The unfortunate reality is that most organizations daawveha Scorecard. They lack activity-
based numbers to review on a regular basis. The Scdr&uauld cause an organizational shift.
Your leadership team will become more proactive at solpmdlems because you'll have hard
data that not only points our current problems but aledigis future ones. By solving them,
you’re assuring them that you’re on track with your visidm order to solve a problem, you
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must know the source of the number in the Scorecardftreryou can go directly to the root
cause and create better accountability and clarity yeitlt people. (How to create your
company Scorecard can be found on pages 116-122.)

Measurables: What gets measured gets done. Complete mastery obgbaitComponent is
achieved when you boil the organization’s numbers dowretpdoint where everyone has a
single meaningful, manageable number to guide them in tloek. W his number will enable
leaders to create clarity and accountability throughaait team. With a completed Scorecard,
you can track high-level numbers down to a single persdheasource.

EVERYONE HAS A NUMBER: There are eight distinct advages to everyone having a
number:

1. Numbers cut through murky subjective communication betwiegamager and direct
reports. They become a communication tool between gearsand direct reports,
creating the basis of comparison, unemotional dialogdeesults.

2. Numbers create accountability. When you set a numbery@ve knows what the
expectation is. Accountability begins with clear expgata and nothing is clearer than
a number.

3. Accountability people appreciate numbers. Wrong peopleeinvrong seats usually
resist measurables. Right people in the right sea¢sdarity. Knowing the numbers
they need to hit, they enjoy being part of a culture wh#r@e held accountable.

4. Numbers create clarity and commitment. When an eyaplas clear on his or her
number and agrees that he or she can achieve it, yewchavnitment. There is no gray
area.

5. Numbers create competition. There’s nothing wrong wilittle pressure.
6. Numbers produce results. What gets watched improves.

7. Numbers create teamwork. When a team composed aftitgpeople in the right seats
agree to a number to hit, they ask themselves “how camntw¢’ creating camaraderie
and peer pressure.

8. You solve problems faster. When an activity-based nuimshaf track, you can attack it
and solve the problem proactively; unlike with an enddtdsased number that shows up
after it’s too late to change it. In addition, the asbard data cuts through all of the
subjective and emotional opinions that create murkines$eagthen the amount of time
it takes to make the right decision.

With the tabulation of data, your organization accosfy@s the third essential component of
gaining traction. With the vision clear, people in pland data being managed through a
Scorecard, you're creating a transparent organizationenthere is nowhere to hide. Your
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company is open and honest. Any obstacles that stahd imay of achieving your vision will
be apparent. Your job is to now remove those barrisalve the issues holding you back.

Chapter 6: The Issues Component:

The fourth essential component of gaining traction is lgathe discipline to face and solve your
organization’s issues as they arise. It's human nabupet off making a hard decision. If given
the option, most people would prefer not to addresssam isnd hope that it goes away on its
own. The reluctance to act can be a drag on growthsaextremely frustrating to watch. Your
ability to exceed is in direct proportion to your abilibysolve problems. The better you are at
solving problems, the more successful you become.

Most leadership teams spend their time discussing thedutak everything but rarely solving
anything. What is draining your energy is not having a letark to do; rather it’'s having
unresolved issues.

In this Issues Component chapter, you'll learn the theatEOS tools to wield against obstacles
holding your company back. The first is a disciplinereiating an Issues List. The second is
the Issues Solving Track. Once you set them up, you'lliktimese obstacles down.

The Issues List: It's normal to have issues. The sooner you cantatiat you have them and
not view that as negative thinking or some kind of weakrbsdaster you will move forward.
The good news is that there are only a handful of issuthe history of business. The same
ones crop up over and over again. What changes is lgoity to solve them. The key is to
create an environment that smokes them out.

A vital first step is creating a workplace where peoptd €omfortable calling out the issues that

stand in the way of your vision. With an open and hboeganization, the Issues List becomes a
tool that creates a discipline to keep all of your isswssn the open and organized in one place.
There should be three types of Issues Lists in your aa@f#on:

1. The Issues List in your Vision/Traction Organizer (V/TO): These are the company
issues that can be shelved beyond 90 days. These isstaskére in future quarterly
meetings. The issues that are not big enough prioritshisweek or this quarter must be
stored somewhere so that you don't lose sight of thEne VV/TO Issues List is the place
for that. This list will include issues as diversena®/ product ideas, key employee
issues, technology needs, office relocation, capéatls and the need for HR policies.
They’'ll go there if this is not the quarter to solverthbecause you have bigger fish to

fry.

2. The weekly leadership team Issues ListThe time frame on these items is much
shorter. These are all of the relevant issueshienteek and quarter that must be tackled
at the highest level. These issues will be resalvgdur weekly leadership team
meetings. You should not be solving departmental issuesseMill typically be more
strategic in nature. If it can be solved at a depatizmhézvel, push it down. Leadership
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issues include things as diverse as company Rocks beingakf & bad number in the
Scorecard, key employee issues, major client diffiesihnd process and system related
problems.

3. The departmental Issues List: These issues are on a more local level. Thesadedll
the relevant departmental issues for the week that rausickled during the weekly
departmental meetings. The sales team might haveghdall numbers, presentations,
closing business and marketing and presentation matemigfeo list, while the
operations team might have fulfilling orders, purchastugtomer complaints and low
production numbers on theirs.

With an open and honest culture and the three Issuesdléstr, issues will start flowing freely.
You can now compartmentalize each issue onto the apgi®pist. Each issue that arises in
your organization has a place, which means you havertongieking on solving them. The
most effective way to do that is by following the Issuis$ Solving Track.

The Issues Solving Track: Most teams suffer from different challenges whelwisg issues.
The common ones include fear of conflict, lack of fodaisk of discipline, lack of commitment
and personal ego. Here’s a simple tool that will af@w to resolve your issues. The Issues
Solving Track consists of three steps:

1. Identify
2. Discuss
3. Solve

Step 1: Identify: Clearly identify the real issue, because the statelolgm is rarely the real

one. The underlying issue is always a few layers doviost of the time, the stated problem is a
symptom of the real issue, so you must find the rooteofithtter. By batting the issue back and
forth, you will reach the true cause.

The time spent identifying the real issue can take fagdothan the time used for the second and
third steps, and that’'s okay. That’'s because the root pnabkey have multiple symptoms. Put
another way, sometimes you will spend most of your tdeetifying the issue. As a result, the
Discuss and Solve steps will take just a few minutes bedheseal issue is now clear.

Step 2: Discuss: Most people spend the majority of their time at ttep s They rarely identify
the real problem before they start discussing and thugdhely solve anything. They just
discuss everything ad nauseam and they actually think tedyearg productive.

The task of clearly identifying an issue enables you tpfetaused on the issue at hand and
avoid tangents. Often you don’'t have to spend muchitirtige discussion step because the
issue is so clear and the solution is so obvious.

In its simplest form, the discussion step is everigapportunity to say everything they have to
say about the issue. You get everything on the table apan environment where nothing is
sacred. When the discussions start getting off tracldgaoit have to sit there helplessly. When

Tomlinson & Associates ¢ “Organizational Excellence - A Culture of Discipline” ¢ www.garyetomlinson.com Page 12



someone starts to go on a tangent, get in the hakétyafg “Tangent Alert!” It's a friendly
triggering mechanism that keeps you on track. If the tangenreal issue, but not relevant to
the current one being discussed, put it on the Issuearndsget to it in order of priority.

Upon the completion of the discussion step, all of yaptions, data, ideas, solutions and
concerns regarding the issue at hand will be out iople®. This enable you to move to step
three — making the issue go away forever.

Step 3: Solve: The solve step is a conclusion or solution that usbatomes an action item for
someone to do. The item ends up on the To-Do List amah wie action is completed, the issue
goes away forever. Solving issues takes time. By soigsges now, you'll save time
exponentially across departments by eliminating all fusyreptomatic issues.

Three types of resolutions will emerge from an issuésrgpsession. The first is when the

issue is solved and requires action. The second is thkeaasue is merely awareness and the
conclusion is that everyone concurs with that awa®nd he third is when the issue needs more
research or facts. In this case someone is assigractian item to do the research and bring it
to a subsequent meeting.

As you master this third step of the Issues Solving Traclkbaodme stronger at solving your
own issues, your team must internalize the followingniortant aspects of solving issues.

The 10 Commandments of Solving Issues:

1. Thou Shalt Not Rule by Consensus.

2. Thou Shalt Not be a Weenie.

3. Thou Shalt be Decisive.

4. Thou Shalt Not Rely on Secondhand Information.
5. Thou Shalt Fight for the Greater Good.

6. Thou Shalt Not Try to Solve Them All.

7. Thou Shalt Live with It, End It, or Change It.

8. Thou Shalt Choose Short-Term Pain and Suffering.
9. Thou Shalt Enter the Danger.

10.Thou Shalt Take a Shot.

The Issues Solving Track always follows the three stdpstify, discuss and solve. The
acronym for the track IDS. As you move forward in mastering the Six Key ComptsidiDS
will become an important aspect of your day-to-day runnfrigebusiness. From now on,
when faced with an issue, you simply “IDS it.” (Matetailed explanations of the 10
Commandments of Solving Issues can be found on pages 141-144.)

Chapter 7: The Process Component:

Nothing can be fine-tuned until it is first consisteitie Process Component is strengthened
through your understanding of the 6 to 10 core processes @katup your unique business
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model. You then have to make sure that everyone ing@anization understands them, values
them and follows them. This component is the moskesegd one, often taken for granted and
undervalued by entrepreneurs and leaders. Yet the sucaass$utee what process can do for
them. By not giving this component your full attentiis, costing you money, time, efficiency
and control

A typical organization operates through 6 to 10 core prosedsew these processes work
together is its unique system. To break through the cahidgouild a well-oiled machine, you
need to possess the ability to systemize. In many aaggons, people do their jobs however
they want, resulting in tremendous inefficiencies anmnsistencies being embedded in the
system. If leaders really saw all the variatiohsytd be shocked.

To the degree you can clarify your systems and hone ty@mmyill run your business as
opposed to having your business run you. The culminatiateafifying, documenting and
having everyone follow the core processes of your busisgssirWay When you have a clear
Way, you immediately increase the value of your businesngtnen your control over it and
give yourself options.

To systemize your organization through your core procegsasnust take two major steps.
First, you have to document the core processes. Seamntiaye to ensure that they are
followed by all.

Documenting Your Core ProcessesThere are three stages in documenting Way. First,
identify your core processes. Then break down what happeach one and document it.
Finally, compile the information into a single packdégeeveryone in your company.

Your leadership team needs to identify and agree on wltalltgour 6 to 10 core processes.
Take this initial step together so that you're calling yoane processes the same thing. This is
not an assignment to delegate to one person. Here’'s @hge you start the discussion, you're
going to find you have different names for them and laclsensus on how many there are. The
6 to 10 core processes typically include the following:

* The HR processis the way you search, find, hire, orient, manage, weieomote,
retain and fire people.

» The marketing processis the way you get your message to your target audience and
generate interest in what you do and prospects for yoessdple.

» The sales processs the way you convert a prospect into a customer.

* The operations processeare the way you make your product or provide your service to
your customer. There are typically one to three pooeesses within operations (e.g.,
project management, logistics, warehouse, distribuseryice technicians, account
management, service delivery, production, quality contustamer service).
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* The accounting processs the flow and management of all monies coming in andggoi
out.

» The customer-retention processs the proactive way that you take care of your
customers after your product or service has been delivacktha way you retain
customers so that they continue to come back and senefgorals.

No matter how many core processes you have, you negentiify the ones that address every
activity going on in the business. This exercise ceeetgity of thought that is then put down in
black and white.

Document each of the Core Processesn this step, the Accountability Chart comes into play.
The person that is accountable for a certain prockss tdarge of documenting it. You need to
document the steps in the process at a very high ieithlseveral bullets under each step,
which are procedures. This way, you can make sure ewetigdollowing the process. What
you're illustrating are the basic guideposts to helpingr yieople become consistent and
efficient in your organization. (Examples on how to doeut a process can be found on pages
154-158.)

Package It: Now that your core processes are documented, Stgh&aasiest of all. Here’s
where you take all of the great work you've done in Stepgll2aand package it. The titles of
your core processes now become your table of cont&atsh documented process in Step 2
becomes one of your sections. You can them put thenrbinder or on your company intranet.
On the cover, put your company name followed by the wordy¥V If your company name is
the ABC Company, then it should read “The ABC Company Way.

Followed by All: When everyone follows their process, it's much edsiemanagers to
manage, troubleshoot, identify and solve issues and thegrfonethe business. The clear lines
of process enable you to let go and gain more control. Maginess now becomes more
scalable, which means that you can add more customersac¢tans, revenue and employees
while reducing complexity.

In order to implement this crucial step, your leaderstamtenust be convinced that everyone
should follow one system. To convince your people Hoviothe process, your leadership team
needs to be committed to managing all of the peopleateerthe adjustment. If you are all
committed, it will work. If you're not, it won't! (Ya can find the “followed by all” action steps
on pages 159-161.)

With the mastery of the Process Component, you'rsiridpin on achieving your destination.
You're now ready to bring it all down to the ground witle final piece of the puzzle — the
Traction Component.
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Chapter 8: The Traction Component:

Action is the process of doing. That’s what this chaistatl about. Gaining traction means
making your vision a reality. At this moment, your visis crystal clear, you have the right
people in the right seats, you’re managing data, youlkengpyour issues and you've defined
your Wayof doing business and everyone is following it.

Now you're ready to master organizational traction,fiie piece of the puzzle. Mastering the
first five components was essential before tacklmg tomponent, because without them, you
might gain traction, but in the wrong direction. WHhba first five components are strong, you
will take off in the right direction — toward your visio

The ability to create accountability and discipline dmehtexecute is the area of greatest
weakness in most organizations.

Most leaders know that bringing discipline and accountgltdithe organization will make
people a little uncomfortable. That’'s an inevitable p&dreating traction. What usually holds
an organization back is the fear of creating this digoodmBut you don’t have any other option
if you want to build a great company. If you can accepfdbt that you're going to make
people a little uncomfortable for a short time, thieitson is actually straightforward. You need
to implement two simple practices.

First, everyone must set specific, measurable prisrit®econd, you must meet better as an
organization. These two essentials are called: Raouks dMeeting Pulse.

Rocks: With a clear long-term vision in place, you're reaoestablish short-term priorities that
contribute to achieving your vision. You will establish theee to seven most important
priorities for the company, the ones that must be dotieei next 90 days. Those priorities are
called Rocks.

Your company will have Rocks, each member of your leadetship will have Rocks and your
employees will also have Rocks. The reason to Ruoitks to three to seven (preferably closer
to three) is that you're going to break the organizatioth@habit of trying to focus on
everything at once. It simply can’t be done. By lingtpriorities, you can focus on what is
most important. With the increased intensity of faeg®n a limited number of Rocks, people
will accomplish more. The way you move the companwé&rd is one 90-day period at a time.
(Establishing Your Rocks can be found on pages 171-176.)

Meeting Pulse: For now and forever, let’s dispel the myth thatnadletings are bad, that
meetings are a waste of time and that there aredgltea many of them. The fact is that well-
run meetings are the moment of truth for accountgbillto gain traction, you'll probably need
to meet even more than you presently do.

The Meeting Pulse is your organization’s heartbeathd&dahan long, meandering meetings, a
Meeting Pulse with a specific agenda throughout your depattvill keep your organization
healthy. A Meeting Pulse operates just like an EK@thating a spike. When people have to
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get something done for a meeting, they usually wait urilast minute and usually finish it —
that’s the spike. The more you can increase theingeaterval, the more spikes you get and
then the more business you'll finish. At first youdisist these regular meetings, but as soon as
they become a habit, you’ll embrace the. You won’tvkinmw you could have lived without
them in the past.

The Meeting Pulse consists of two types of meetinde fifst is quarterly and the second is
weekly:

1. The 90-Day World: As part of your vision, you created a three-year pictukiter that
came a one-year plan and now a 90-Day World. The 90déaystems from a natural
phenomenon — that human beings stumble, get off tracloaadocus roughly every 90
days. To address this aspect of human nature, you mustremtla routine throughout
the entire organization that creates a 90-Day World.

To repeat, 90 days is about as long as a human beingagaib@ised. It's human
nature, so stop fighting it and solve the problem by fahovthe Quarterly Meeting
Pulse, thereby creating a 90-Day World for your compahkpw(to create and run the
EOS Quarterly Meeting Pulse can be found on pages 179-184.tdHoweate and run the
EOS Annual Meeting Pulse can be found on pages 184-189.)

2. The Weekly Meeting Pulse: The traction process continues taking the vision dmwn t
the ground. We are now narrowing in from quarterly tokiyeelmplementing this step
will really create traction and help you execute theowvisiOnce the quarterly priorities
are set, you must meet on a weekly basis to staydd¢gslve issues and communicate.
The Weekly Meeting Pulse is your opportunity to make thakeverything is on track.

If you're on track for the week, then you're on trackttee quarter and if you're on track
for the quarter, then you'’re on track for the year andrso

The Meeting Pulse creates a consistent cadence #ad kae organization in step. (How
to create and run the Weekly Meeting Pulse can be fonmages 189-198.)

Chapter 9: Putting It All Together:

Now that the context is clear, mastery of all SeyKComponents is within your reach. You're
well on your way to achieving 100 percent. Mastery means/theand your leadership team
understand each tool and have implemented them properly.

The combination of strengthening the Vision, People, Dssaes, Process and Traction
Components is what makes the real magic occur. Tlok S@rted from the premise that,
whether consciously or unconsciously, successful grgneurs have a habit of strengthening six
components of their business, and to the degree thatayodo so yourself, you will build a

great organization. As a result, your frustrations mdiggrcontrol of your time and your
business will diminish. Frustrations about employeekfalilaway because you will be
surrounded by the right people in the right seats. Yduinally break through the ceiling

Tomlinson & Associates ¢ “Organizational Excellence - A Culture of Discipline” ¢ www.garyetomlinson.com Page 17



you’ve been hitting, you will transform your eveaydbusiness, and, ultimately, you will realize
your organization’s vision. At this point, | hopeu know see that premise is true.

My closing on all my correspondence is “Stay foclsdf every person could just do that, they
would be happier and more successful. We livewwodd that inundates us with information.
There is so much shiny stuff that it's hard to aaicate. If | could leave you with one message,
it’s that: Stay focused. As for what to focus that’s your decision. It all starts with answering
the eight questions.

Message from Gary Tomlinson:

| hope you enjoyed reading this book report. ittiportant to understand that this book report
should not take the place of you readifigaction — Get a Grip on Your Busines&ino
Wickman’s book contains a lot of stories, modeld eramples that are not contained in my
book report. This is an incredible book on onéhefvery best ways to run your organization.
You'd be doing yourself a disservice if you didbity it and read it cover-to-cover.

Enjoy the education and wisdom contained withis ook report and feel free to share it with
other because the “illiterate of the®ATentury will not be those who cannot read or wyiiigt
those who cannot learn, unlearn and relearn.”

You can engage Gary at gary@garyetomlinson.comeada his other book reports
or book reviews visit his website_at www.garyetosan.com.
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