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C O M M O N  F R U S T R A T I O N S

L A C K  O F  C O N T R O L

P E O P L E

P R O F I T

T H E  C E I L I N G

N O T H I N G  I S  W O R K I N G

Not enough control over your time, the market or your company. 

Instead of you controlling the business, the business is controlling

you.  

You're frustrated with employees, customers, vendors or

partners. They don't seem to listen, understand you or follow

through with their actions. 

Simply put, there's not enough of it.

Your growth has stopped. No matter what you do, you can't seem

to break through and get to the next level. You feel overwhelmed

and unsure of what to do next.

You've tried various strategies and quick-fixes. None have

worked for long and as a result, your staff has become numb to

new initiatives. You're spinning your wheels and you need

traction to move again. 

C L A R I F Y  Y O U R  V I S I O N  A N D  Y O U  W I L L  M A K E  B E T T E R  D E C I S I O N S
A B O U T  P E O P L E ,  P R O C E S S E S ,  F I N A N C E S ,  S T R A T E G I E S ,  A N D

C U S T O M E R S .  - G I N O  W I C K M A N 1



A  b u s i n e s s  o p e r a t i n g  s y s t e m  i s  a  c o m p l e t e  s e t  o f  s i m p l e

c o n c e p t s  a n d  p r a c t i c a l  t o o l s  t h a t  h a s  h e l p e d  t h o u s a n d s

o f  e n t r e p r e n e u r s  a r o u n d  t h e  w o r l d  g e t  w h a t  t h e y  w a n t

f r o m  t h e i r  b u s i n e s s e s .

I t ’ s  a  p e o p l e  o p e r a t i n g  s y s t e m  t h a t  h a r n e s s e s  h u m a n

e n e r g y  t h r o u g h  a  s i m p l e  s e t  o f  t o o l s  a n d  p r i n c i p l e s .  Y o u

d i d n ’ t  b e c o m e  a n  e n t r e p r e n e u r  t o  f e e l  b u r n e d  o u t  o r

s t u c k  i n  p l a c e .

A  s u c c e s s f u l  o p e r a t i n g  s y s t e m  g e t s  y o u  “ u n s t u c k ”  b y

o r g a n i z i n g  t h e  h u n d r e d s  o f  c h a l l e n g e s  y o u  f a c e  e v e r y

d a y  a n d  m a k i n g  t h e m  m o r e  m a n a g e a b l e .  Y o u ’ r e  a b l e  t o

s o l v e  i s s u e s  b e f o r e  t h e y  b e c o m e  p r o b l e m s ,  g e t  t h e  r i g h t

p e o p l e  i n  t h e  r i g h t  s e a t s ,  m a k e  m e e t i n g s  s o  p r o d u c t i v e

t h a t  y o u  a c t u a l l y  l o o k  f o r w a r d  t o  t h e m ,  a n d  b u i l d  a

c u l t u r e  o f  a c c o u n t a b i l i t y .  

W H A T  I S  A N  O P E R A T I N G  S Y S T E M ?
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K E Y S  T O  S U C C E S S

V i s i o n

P e o p l e

I n f o r m a t i o n

I s s u e s  

P r o c e s s e s  

T r a c t i o n

W e  m u s t  b e  g r o w t h  o r i e n t e d ,  w i l l i n g  t o  c h a n g e  a n d  h a v e

a  w i l l i n g n e s s  t o  b e  v u l n e r a b l e .  B e y o n d  t h a t  w e  m u s t

f o c u s  o n  s t r e n g t h e n i n g  s i x  k e y  a r e a s  o f  o u r  b u s i n e s s e s :

O v e r a l l ,  w e  n e e d  t o  k e e p  e v e r y t h i n g  s i m p l e .  T h e r e  i s  a

t r e n d  w i t h  e n t r e p r e n e u r s  w h e r e  w e  t e n d  t o  m a k e  t h i n g s

m o r e  c o m p l i c a t e d  t h a n  t h e y  n e e d  t o  b e .  T h i s  t i m e ,  l e t ' s

k e e p  i t  s i m p l e  a n d  u s e  t h e s e  l e s s o n s  t o  m a k e  t h e  s i m p l e

d e c i s i o n s  t o  m o v e  o u r  b u s i n e s s e s  f o r w a r d .  
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V I S I O N

Overall, what is vision to you? How would you define it in business?

Do they see what you're saying? Think of a recent client, do they know

what your vision is? Describe how they knew it:

You see your vision but have you put it on paper? Do so here:

Your vision has to be so much bigger than you, what's that look like?
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C O R E  V A L U E S

T h e  s m a l l  s e t  o f  v i t a l  a n d  t i m e l e s s  p r i n c i p l e s  t h a t  g u i d e

y o u  t o  s u c c e s s .  T h e s e  a r e  f o r  b o t h  y o u  a n d  y o u r

c o m p a n y ,  a n d  b e  m i n d f u l  t h a t  t h e  m o s t  s u c c e s s  c o m e s

f r o m  w h e n  t h o s e  a l i g n .  

A s  y o u  r e a l i z e  w h a t  y o u r  c o r e  v a l u e s  a r e ,  y o u  n e e d  t o

r e m e m b e r  t o  k e e p  t h e m  s i m p l e .  R e a l l y  n a r r o w  y o u r

f o c u s  t o  3 - 7  c o r e  v a l u e s .  

What are your core values?
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C O R E  F O C U S

W h y  d o e s  y o u r  o r g a n i z a t i o n  e x i s t ?  P u r p o s e ,  C a u s e  o r  P a s s i o n ?

W h a t  i s  y o u r  o r g a n i z a t i o n ' s  n i c h e ?

Y o u  c a n  t h i n k  o f  t h i s  p o r t i o n  a s  y o u r  m i s s i o n  s t a t e m e n t

o r  v i s i o n  s t a t e m e n t .  T h i s  i s  w h a t  y o u  s h o u l d  b e  l a s e r -

f o c u s e d  o n  a n d  s h o u l d  b e  t h e  s i n g u l a r  t h i n g s  t h a t  y o u

f o c u s  o n  t h e  m o s t .  

A n  i m p o r t a n t  a s p e c t  h e r e  i s  t o  r e m e m b e r  t h a t  y o u  c a n ' t

g o  c h a s i n g  s h i n y  o b j e c t s  u n t i l  y o u  h a v e  a c c o m p l i s h e d

y o u r  c o r e  f o c u s .

A n s w e r  t h e s e  t w o  q u e s t i o n s :

What is your core focus?
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1 0  Y E A R  T A R G E T

What is your 10 year target?

T h i s  p o r t i o n  i s  y o u r  b i g ,  h a i r y ,  a u d a c i o u s  g o a l  t h a t

k e e p s  y o u  d r i v i n g  f o r w a r d .  W h e r e  d o  y o u  w a n t  y o u r

o r g a n i z a t i o n  t o  b e  i n  t h e  n e x t  d e c a d e ?  T h i s  i s  r e a l l y  t h e

l a r g e r  t h a n  l i f e  g o a l  t h a t  e v e r y o n e  i s  w o r k i n g  t o w a r d ,

t h e  t h i n g  t h a t  e v e r y o n e  w i t h i n  t h e  o r g a n i z a t i o n  i s

s t r i v i n g  t o  a c c o m p l i s h .  

W h i l e  t h i s  l e n g t h  i s  u p  t o  y o u ,  s t u d i e s  s h o w  t h a t  m o s t

e n t r e p r e n e u r s ,  9  o u t  o f  1 0  i n  f a c t ,  c h o s e  t h i s  t i m e -

f r a m e  a s  t h e i r  b i g  g o a l .  
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M A R K E T I N G  S T R A T E G Y

What is your marketing strategy?

Y o u r  t a r g e t  m a r k e t

Y o u r  t h r e e  u n i q u e s

Y o u r  p r o v e n  p r o c e s s

Y o u r  g u a r a n t e e

T h e r e  a r e  4  m a i n  p a r t s  t h a t  m a k e  u p  a  m a r k e t i n g

s t r a t e g y  t h a t  y o u  m u s t  u n d e r s t a n d  f o r  y o u r  v i s i o n  t o  b e

a c c o m p l i s h e d .  T h o s e  f o u r  p a r t s  a r e :

I f  y o u  h a v e n ' t  t h o u g h t  t h r o u g h  t h o s e  t h i n g s  y e t ,  t a k e

t h e  t i m e  y o u  n e e d  t o  i d e n t i f y  e a c h  o f  t h e m .
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3  Y E A R  P I C T U R E

What is your 3 year picture?

A s  y o u  r e v i e w  t h e  V / T O ,  y o u ' l l  s e e  t h a t  t h e  t h r e e - y e a r

p i c t u r e  i s  m a d e  u p  o f  m e a s u r a b l e s  a t  t h e  t o p  a n d  t h e n

b u l l e t  p o i n t s  t o  c r e a t e  t h e  o v e r a l l  p i c t u r e .  D o n ' t

o v e r t h i n k  t h i s  p o r t i o n  o f  t h e  m i s s i o n ,  t r y  t o  k e e p  i t

s i m p l e  a n d  r e c o g n i z e  w e  w i l l  w o r k  o u r  w a y  t o

a c c o m p l i s h  t h i s  g o a l .  

C r e a t e  1 0 - 2 0  b u l l e t  p o i n t s  h i g h l i g h t i n g  s e v e r a l

d i f f e r e n t  a s p e c t s  o f  y o u r  g o a l s ,  s u c h  a s :  r e v e n u e ,

p r o f i t s ,  p e o p l e ,  r e s o u r c e s  a n d  e n v i r o n m e n t .  
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1  Y E A R  P L A N

What is your 1 year plan?

T h i s  p o r t i o n  o f  g a i n i n g  a  g r i p  o n  y o u r  b u s i n e s s  i s  r e a l l y

g o i n g  t o  h e l p  y o u  b r i n g  y o u r  l o n g - t e r m  v i s i o n  t o  t h e

g r o u n d  a n d  m a k e  i t  r e a l  f o r  y o u r s e l f .  T h i s  m e a n s  w e

m u s t  d e c i d e  w h a t  h a s  t o  g e t  d o n e  t h i s  y e a r .

T h i s  i s  s i m i l a r  t o  t h e  3  y e a r  p l a n ,  f o c u s  o n  r e v e n u e ,

p r o f i t s ,  w h a t  i s  m e a s u r a b l e  f o r  y o u  t o  a c c o m p l i s h ?  T h e

n u m b e r s  s h o u l d  b e  c o n s i s t e n t  a n d  m e a s u r a b l e  a l o n g s i d e

t h e  3  y e a r  p l a n ,  b u i l d i n g  t o  a c c o m p l i s h  t h a t  p i c t u r e .  

10



Y O U R  R O C K S

What are your quarterly Rocks?

Q u a r t e r l y  R o c k s  h e l p  y o u  i d e n t i f y  w h a t  y o u  n e e d  t o

a c c o m p l i s h  o v e r  t h e  n e x t  9 0  d a y s .  T h i s  h i g h l i g h t s  a

w i n d o w  t o  s u c c e s s  f o r  y o u .  A s  w e  h i g h l i g h t  y o u r  R o c k s ,

l e t ' s  c o n t i n u e  t h i n k i n g  a b o u t  h o w  t o  r e v e r s e  e n g i n e e r

y o u r  s u c c e s s .

R e m e m b e r  t h a t  l e s s  i s  a l w a y s  b e t t e r  a n d  y o u  d o n ' t  n e e d

t o  o v e r w h e l m  y o u r s e l f  h e r e .  T h i n k  o f  3 - 7  t h i n g s  t h a t

y o u  M U S T  a c c o m p l i s h  i n  t h e  n e x t  q u a r t e r  t o  m a k e  s u r e

y o u ' r e  i n  l i n e  w i t h  a c h i e v i n g  y o u r  s u c c e s s e s .  A n d  o n c e

s e t ,  y o u  c a n ' t  a d d  a n y  m o r e !
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Y O U R  I S S U E S

What are your issues in business?

T h i s  i s  t h e  f i n a l  q u e s t i o n  t o  a n s w e r  a b o u t  y o u r  v i s i o n

a n d  w h a t  y o u  p l a n  t o  a c c o m p l i s h  i n  t h e  n e x t  y e a r .  I t

m a y  s e e m  s t r a n g e  t o  i n c l u d e  t h i s  p o r t i o n  b u t  t h i s  i s

h i g h l y  i m p o r t a n t .  Y o u  n e e d  t o  b e  a b l e  t o  c l e a r l y

i d e n t i f y  a n y  o b s t a c l e s  t h a t  y o u  m a y  f a c e  s o  t h a t  y o u

c a n  p u s h  f o r w a r d .  

T h i s  l i s t  s h o u l d  b e  a r o u n d  1 5 - 2 0  i s s u e s  t h a t  y o u

r e c o g n i z e  a n d  c a n  b e  a n y  o b s t a c l e ,  c o n c e r n  o r

o p p o r t u n i t y  y o u  f a c e  i n  a c h i e v i n g  y o u r  v i s i o n .
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Core Values + People Analyzer     Right Person

Y O U R  P E O P L E

Who are some people that represent your "right person?"

I t ' s  t i m e  t o  c u t  t h r o u g h  a l l  t h e  f a n c y  w o r d s  f o r  " g o o d

p e o p l e " . . .  W e ' v e  a l l  h e a r d  t h e m  c a l l e d  s u p e r s t a r s ,  t o p

p e r f o r m e r s ,  e m p l o y e e  o f  t h e  m o n t h  b u t  w h a t  m a k e s  t h e m

t h e  " r i g h t "  p e r s o n  f o r  y o u r  o r g a n i z a t i o n ?

T h e y  s h a r e  y o u r  c o r e  v a l u e s ,  b o t h  p e r s o n a l l y  a n d  f o r

y o u r  b u s i n e s s .  Y o u  e n j o y  b e i n g  a r o u n d  t h e m  a n d  t h e y

m a k e  y o u r  o r g a n i z a t i o n  a  b e t t e r  p l a c e  t o  b e .  

T h i s  c a n  b e  b o t h  e m p l o y e e s  a n d  c l i e n t s ,  t h i n k  a b o u t

p e o p l e  i n  y o u r  o r g a n i z a t i o n  a n d  a s s e s s  m o r e  a b o u t  t h e m .
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T A K I N G  O W N E R S H I P

Think of some examples when ownership wasn't taken and list them below:

W h e n  y o u r  c l i e n t s  o r  e m p l o y e e s  m a k e  a  m i s t a k e  o r  d o n ' t

m a i n t a i n  a g r e e d  u p o n  a s p e c t s  o f  w o r k i n g  t o g e t h e r ,

w h o s e  f a u l t  i s  i t ?  D o  t h e y  m a k e  a n  e x c u s e  o r  t a k e

o w n e r s h i p ?

W h a t  a b o u t  w h e n  y o u  m a k e  a  m i s t a k e ?  D o  y o u  t a k e

o w n e r s h i p  o r  d o  y o u  m a k e  a n  e x c u s e  a s  w e l l ?

T a k i n g  o w n e r s h i p  i s  o n e  o f  t h e  k e y  c o m p o n e n t s  t o

o p e r a t i n g  w i t h  h o n e s t y  a n d  i n t e g r i t y  B U T  t h e r e  i s  a

d i c h o t o m y . . .  Y o u  m u s t  m a i n t a i n  a c c o u n t a b i l i t y  a s  w e l l !
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Y O U R  O R G A N I Z A T I O N

Take some time to think about all the roles your ORG could need in the future.

I n  o r d e r  t o  p u t  p e o p l e  i n  t h e  r i g h t  p l a c e  i n  y o u r

o r g a n i z a t i o n ,  w e  m u s t  f i r s t  r e c o g n i z e  t h e  d i f f e r e n t  r o l e s

t h a t  y o u  h a v e  a n d  m u s t  f i l l .  

B e  m i n d f u l  t o  r e m o v e  y o u r s e l f  f r o m  t h e  o r g a n i z a t i o n

i n i t i a l l y  s o  t h a t  y o u  c a n  f u l l y  e n c o m p a s s  e v e r y  a r e a  o f

g r o w t h  y o u r  b u s i n e s s  m a y  n e e d  i n  t h e  f u t u r e .  

T w o  o f  t h e  m o s t  i m p o r t a n t  r o l e s  a r e  t h e  V i s i o n a r y  a n d

t h e  I n t e g r a t o r .  T h i s  C E O  a n d  C O O  r o l e s .  D o  y o u  h a v e  a n

i n t e g r a t o r ?  I t ' s  c o m m o n  f o r  t h i s  t o  b e  o v e r l o o k e d .
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I D E N T I F Y I N G  Y O U R  D A T A

Brainstorm some data points and success metric points you want to track:

I m a g i n e  e v e r y  a s p e c t  o f  y o u r  b u s i n e s s  t h a t  y o u  w i s h  t o

h a v e  c o n t i n u e d  s u c c e s s  i n .  E v e r y t h i n g  t h a t  y o u  w o u l d

l i k e  t o  t r a c k ,  w h i c h  c a n  t h e n  b e  g r o w n .  T h e  c a t e g o r i e s

c o u l d  b e  a s  g r a n u l a r  a s  w e e k l y  r e v e n u e ,  c a s h  b a l a n c e s ,

s a l e s  a c t i v i t y ,  c l i e n t  u p d a t e s ,  t o u c h  p o i n t s ,  n e w

m e e t i n g s . . .  w h a t e v e r  y o u  w a n t  t o  i m p r o v e  o n .

W e  h a v e  t o  r e c o g n i z e  o n l y  t h e  t h i n g  w e  t r a c k  c a n  b e

i m p r o v e d  o n .  I f  w e  a r e n ' t  t a k i n g  t h e  t i m e  t o  n o t e  t h i n g s ,

w e  w o n ' t  k e e p  t h e m  i n  o u r  m i n d .  B e  s u r e  t o  u s e  t h e

S c o r e c a r d  t o  t r a c k  t h i s  W E E K L Y .  
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U N D E R S T A N D I N G  K P I ' S

What are some areas that you already know you need to focus on? 

T h e r e  a r e  s e v e r a l  c o n s i d e r a t i o n s  y o u  s h o u l d  u n d e r s t a n d

b e f o r e  y o u  s t a r t  t r a c k i n g  y o u r  K P I :

- F i r s t  a n d  f o r e m o s t ,  u n d e r s t a n d  t h e s e  n e e d  t o  b e

g r a n u l a r  a s p e c t s  o f  y o u r  b u s i n e s s ,  s o m e t h i n g  t h a t

c h a n g e s  W E E K L Y .

- W e e k l y  i n f o r m a t i o n  i s  h i g h l y  i m p o r t a n t  b u t  d o n ' t  f o r g e t

t o  p a y  a t t e n t i o n  t o  a n d  k e e p  t r a c k  o f  h o w  y o u r  m o n t h l y

n u m b e r s  a r e  i n f l u e n c e d .

- T h i n k  a b o u t  r e d  f l a g g i n g  y o u r  c a t e g o r i e s  t h a t  a r e  o f f

t r a c k .  M a k e  s u r e  t h a t  t h e y  s t a n d  o u t  s o  y o u  c a n  s t a r t

f o c u s i n g  o n  t h e  a r e a s  t h a t  n e e d  t h e  m o s t  a t t e n t i o n .

Head over to the Scorecard to start tracking your data! 17



Y O U R  I S S U E S

Think about your issues, recognize what they are, then list a few of them:

W h e n  t h e  v i s i o n  i s  c l e a r ,  t h e  p e o p l e  a n d  c l i e n t s  a r e  i n

p l a c e ,  a n d  y o u ' r e  m a n a g i n g  d a t a ,  y o u  w i l l  i n e v i t a b l y  f i n d

o u t  w h a t ' s  h o l d i n g  y o u  b a c k .  T h e  m o s t  s u c c e s s f u l

c o m p a n i e s  i d e n t i f y ,  a d m i t  a n d  s o l v e  t h e i r  p r o b l e m s .  

N a p o l e o n  B o n a p a r t e  s a i d  " N o t h i n g  i s  m o r e  d i f f i c u l t  a n d

t h e r e f o r e  m o r e  p r e c i o u s  t h a n  t o  b e  a b l e  t o  d e c i d e . "

T h a t  m e a n s  w e  h a v e  t o  r e c o g n i z e  w h a t  i s  b r o k e n  s o  w e

c a n  f i x  i t  a n d  t a k e  a c t i o n ,  m o v e  f o r w a r d  w i t h  o u r

b u s i n e s s e s .  Y o u r  a b i l i t y  t o  s u c c e e d  i s  i n  d i r e c t

p r o p o r t i o n  t o  y o u r  a b i l i t y  t o  s o l v e  y o u r  p r o b l e m s .  

T h e  g r e a t e s t  t r a i t  a  l e a d e r  c a n  h a v e  i s  b e i n g  d e c i s i v e .
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S O L V I N G  Y O U R  I S S U E S

Determine your top 3 issues and identify who is going to discuss with you:

I d e n t i f y ,  D i s c u s s ,  S o l v e :

T h e  t h r e e  s t e p s  t o  u n d e r s t a n d i n g  a n d  f i x i n g  t h e  i s s u e s

y o u r  b u s i n e s s  i s  f a c i n g  r i g h t  n o w .  W e  a r e  g o i n g  t o

d e t e r m i n e  y o u r  t o p  t h r e e  i s s u e s  a n d  t h e n  i d e n t i f y  t h e

p e o p l e  a r o u n d  y o u  t h a t  c a n  h e l p  y o u  s o l v e  t h e m  t h e

f a s t e s t .

Y o u r  i s s u e s  m a y  b e  u n c o m f o r t a b l e  b u t  y o u  m u s t  b e

v u l n e r a b l e  e n o u g h  a n d  w i l l i n g  t o  c h a n g e  t o  m a k e  t h i s

h a p p e n  f o r  y o u r s e l f .  

A s  y o u  D i s c u s s  a n d  S o l v e ,  m a k e  s u r e  e v e r y t h i n g  i s  s a i d

a n d  d i s c u s s e d ,  l e a v e  n o t h i n g  o n  t h e  t a b l e  h e r e .
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T H E  1 0  B A T L  T A C T I C S

- Y o u  w i l l  n o t  d e c i d e  b y  c o n s e n s u s

- Y o u  w i l l  h a v e  r e s o l v e  a n d  d e t e r m i n a t i o n

- Y o u  w i l l  b e  d e c i s i v e

- Y o u  w i l l  N O T  r e l y  o n  s e c o n d  h a n d  i n f o r m a t i o n

- Y o u  w i l l  s t a y  f o c u s e d  o n  t h e  g r e a t e r  m i s s i o n  

- Y o u  w i l l  s o l v e  o n e  p r o b l e m  a t  a  t i m e

- Y o u  w i l l  l i v e  w i t h  i t ,  e n d  i t  o r  c h a n g e  i t

- Y o u  w i l l  c h o o s e  s h o r t - t e r m  s u f f e r i n g  

- Y o u  w i l l  f a c e  y o u r  g r e a t e s t  f e a r

- Y o u  w i l l  t a k e  a c t i o n

It's time to take action and become BATL Strong, what's your first step?
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Y O U R  P R O C E S S

N o t h i n g  c a n  b e  f i n e  t u n e d  u n t i l  i t ' s  f i r s t  c o n s i s t e n t .

U n d e r s t a n d  t h a t  a s  a  b u s i n e s s  o w n e r ,  y o u  w a n t  t o

m a k e  s u r e  t h e  c u s t o m e r  a n d  e m p l o y e e  e x p e r i e n c e  a r e

c o n s i s t e n t  a c r o s s  t h e  b o a r d .  T h e r e  a r e  g e n e r a l l y

s e v e n  c o r e  p r o c e s s e s  t h a t  m a k e  u p  y o u r  u n i q u e

b u s i n e s s  m o d e l .

T h i s  c o m p o n e n t  i s  o f t e n  t h e  m o s t  n e g l e c t e d  a n d

o v e r l o o k e d  a s p e c t  o f  a n  e n t r e p r e n e u r ' s  b u s i n e s s .

D o n ' t  l e t  t h i s  b e  y o u r  b i g g e s t  s h o r t c o m i n g .  

Is there anything currently in your business that you want to create more

consistently?
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I . D .  Y O U R  P R O C E S S E S

G e n e r a l l y ,  y o u  d o n ' t  w a n t  t o  d e l e g a t e  t h i s  t o  o n e  p e r s o n

i n  p a r t i c u l a r .  U s e  t h e  t e a m  y o u  h a v e  i n  p l a c e  i n  o r d e r  t o

h e l p  y o u  i d e n t i f y  t h e s e  p r o c e s s e s .  

F o l l o w  t h e  2 0 / 8 0  r u l e :  d o c u m e n t  t h e  2 0  p e r c e n t  t h a t

p r o d u c e s  8 0  p e r c e n t  o f  t h e  r e s u l t s .  I n  o t h e r  w o r d s ,

d o c u m e n t  a t  a  v e r y  h i g h  l e v e l .

T h e r e  a r e  t y p i c a l l y  t h e s e  7  p r o c e s s e s :  H R ,  M a r k e t i n g ,

S a l e s ,  O p e r a t i o n s ,  A c c o u n t i n g  a n d  C u s t o m e r  R e t e n t i o n .

Can you identify the 7 core processes that guide your business?

22



D O C U M E N T  Y O U R  P R O C E S S E S

T h i s  i s  w h e r e  t h e  a c c o u n t a b i l i t y  c h a r t  c o m e s  i n t o

p l a y ,  w h o m e v e r  i s  r e s p o n s i b l e  f o r  t h e  p r o c e s s

s h o u l d  b e  t h e  o n e  d o c u m e n t i n g  i t .

* * * R E M E M B E R * * *

F o l l o w  t h e  2 0 / 8 0  r u l e :  d o c u m e n t  t h e  2 0  p e r c e n t  t h a t

p r o d u c e s  8 0  p e r c e n t  o f  t h e  r e s u l t s .  I n  o t h e r  w o r d s ,

d o c u m e n t  a t  a  v e r y  h i g h  l e v e l .

Take time to document the core processes of your business:
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E X A M P L E  O F  A  P R O C E S S

D e f i n e  r o l e / j o b  d e s c r i p t i o n / s a l a r y

D e c i d e  s e a r c h  m e d i u m

B e g i n  s e a r c h

E - m a i l  2 0  s p h e r e s / p e e r s

S c r e e n  r e s u m e s

I n i t i a l  i n t e r v i e w / p r o f i l i n g  t o o l s

S e c o n d  i n t e r v i e w

C h e c k  r e f e r e n c e s

C E O  i n t e r v i e w / c o r e  v a l u e s  s p e e c h

E i g h t  h o u r  O J T / t r i a l

D e c i s i o n

9 0 - d a y  t r i a l

H R  p o l i c y / r e v i e w  e m p l o y e e  m a n u a l

B e n e f i t s  r e v i e w / f o r m s

P o s i t i o n  t r a i n i n g

C E O  O r i e n t a t i o n  ( c o m p a n y  s t o r y / c u l t u r e )

T H E  H R  P R O C E S S

S t e p  1 :  T h e  S e a r c h

S t e p  2 :  I n t e r v i e w i n g

S t e p  3 :  H i r i n g

S t e p  4 :  O r i e n t a t i o n
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E X A M P L E  O F  A  P R O C E S S

M a n a g e r  f i l l s  o u t  t h e  P A  i n  p r e p a r a t i o n  f o r  t h e

r e v i e w

F o l l o w  t h e  r e v i e w  c h e c k l i s t

R e v i e w  t h e  P A

D o c u m e n t  t h e  r e v i e w  a n d  h a v e  i t  s i g n e d  b y  a l l

F i l e  r e v i e w  w i t h  t h e  H R  d e p a r t m e n t

T h r e e  s t r i k e  r u l e  w i t h  d o c u m e n t a t i o n

T e r m i n a t e  u p o n  t h i r d  s t r i k e  

C o n t a c t  l e g a l  c o u n s e l

M e e t  w i t h  e m p l o y e e / H R  p r e s e n t

E x i t  i n t e r v i e w

D o c u m e n t  t e r m i n a t i o n  a n d  h a v e  i t  s i g n e d  b y  a l l

4 0 1 K  M a n a g e m e n t

B o n u s  P l a n

H e a l t h  I n s u r a n c e

E m p l o y e e  F i l e s  

S t e p  5 :  Q u a r t e r l y  R e v i e w s

S t e p  6 :  T e r m i n a t i o n

S t e p  7 :  O n g o i n g  B e n e f i t s  M a n a g e m e n t
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F O L L O W E D  B Y  A L L

E v e r y o n e  i n  y o u r  o r g a n i z a t i o n  n e e d s  t o  u n d e r s t a n d

t h e  i m p o r t a n c e  o f  u s i n g  o n e  a n d  o n l y  o n e  p r o c e s s .

T h a t  m e a n s  t h e  C E O  a n d  t h e  n e w  h i r e  a l l  m u s t  u s e

t h e  s a m e  p r o c e s s  i n v o l v e d .  

O n e  o f  t h e  b e s t  w a y s  i s  t o  c r e a t e  a  v i s u a l  m o d e l  a n d

i l l u s t r a t i o n  f o r  e a c h  e m p l o y e e  t o  f o l l o w .  T h e s e

v i s u a l s  c a n  b e  c a l l e d  m a p p i n g  o r  C i r c l e  o f  L i f e ,

w h e r e  t h e  p r o c e s s  i s  e a s i l y  u n d e r s t o o d  i n  a  g r a p h i c .
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G A I N I N G  T R A C T I O N

A c t i o n  i s  t h e  p r o c e s s  o f  d o i n g .  N o w  t h a t  w e ' v e

m a p p e d  e v e r y t h i n g  o u t ,  i t ' s  t i m e  t o  t a k e  a c t i o n .  T h e

a b i l i t y  t o  c r e a t e  a c c o u n t a b i l i t y  a n d  d i s c i p l i n e  i s  o n e

o f  t h e  m o s t  d i f f i c u l t  a s p e c t s  f o r  a n y  b u s i n e s s  t o

m a s t e r .

T w o  a s p e c t s  o f  t h e  d i s c i p l i n e  n e e d e d  i s  s p e c i f i c ,

m e a s u r a b l e  g o a l s  f o r  a n d  f r o m  e v e r y o n e  a n d  y o u

m u s t  m e e t  b e t t e r  a s  a n  o r g a n i z a t i o n .  Y o u r  R o c k s

a n d  y o u r  M e e t i n g  P u l s e .

Have you identified your goals and meeting pulse yet?
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E S T A B L I S H I N G  Y O U R  R O C K S

T h i s  i s  w h e r e  w e  a r e  g o i n g  t o  e s t a b l i s h  y o u r  r o c k s ,

y o u r  3 - 7  g o a l s  f o r  t h e  n e x t  9 0  d a y s .  

S t e p  1 :

R e v i e w  y o u r  V / T O  a n d  w h i t e b o a r d  e v e r y t h i n g  y o u

w a n t  t o  a c c o m p l i s h  i n  t h e  n e x t  9 0  d a y s .  M o s t

l e a d e r s h i p  t e a m s  c o m e  u p  w i t h  1 0 - 2 0  i t e m s .

S t e p  2 :

F r o m  t h a t  l i s t ,  d i s c u s s ,  d e b a t e  a n d  d e t e r m i n e  w h a t

y o u r  3 - 7  r o c k s  a r e  g o i n g  t o  b e .  S e t  y o u r  p r i o r i t y  t o

e a c h  o n e  a n d  d e t e r m i n e  i f  y o u  k e e p  i t ,  k i l l  i t  o r  p a s s

i t  t o  t h e  n e x t  q u a r t e r .

List your current Rocks, however many you currently have:
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E S T A B L I S H I N G  Y O U R  R O C K S

S t e p  3 :

O n c e  y o u ' v e  n a r r o w e d  i t  d o w n ,  s e t  a  d a t e  f o r  e a c h

R o c k  t o  b e  c o m p l e t e d .  R e m e m b e r ,  i t  m u s t  b e

s p e c i f i c ,  m e a s u r a b l e  a n d  a t t a i n a b l e :  " c l o s e  t h r e e

c o r e  a c c o u n t s . "

S t e p  4 :

N o w ,  a s s i g n  w h o  i s  r e s p o n s i b l e  f o r  e a c h  R o c k ,  t h i s

c l a r i t y  i s  k e y .  A l l  o f  t h e m  m a y  b e  y o u  f o r  n o w ,  i f

n o t ,  y o u  m a y  h a v e  t o  o u t s o u r c e  s o m e  o f  t h e m .

D e t e r m i n e  n o w  t h e  o n e  p e r s o n  w h o  i s  r e s p o n s i b l e

f o r  t h e m .

List your 3-7 Rocks, and who is responsible for accomplishing them:

29



E S T A B L I S H I N G  Y O U R  R O C K S

S t e p  5 :

N o w  t h a t  y o u r  r o c k s  a r e  s e t  a n d  a s s i g n e d ,  h o w  m a n y

a r e  y o u  p e r s o n a l l y  r e s p o n s i b l e  f o r ?  I f  y o u  a r e n ' t

d i r e c t l y  r e s p o n s i b l e  f o r  3 - 7  o f  t h e s e  R o c k s ,  c r e a t e

y o u r  o w n  R o c k s  t h a t  w i l l  i m p a c t  t h e  o r i g i n a l  3 - 7 .

S t e p  6 :

O n c e  a l l  o f  y o u r  R o c k s  a r e  c o m p l e t e d ,  c r e a t e  a  R o c k

S h e e t  t h a t  y o u  a n d  y o u r  t e a m  c a n  u t i l i z e  t o  k e e p

y o u r  g o a l s  d i r e c t l y  i n  f r o n t  o f  e v e r y o n e .  T h i s  i s  a n

i m p o r t a n t  r e m i n d e r  f o r  y o u  a n d  e a c h  o f  y o u r  t e a m

m e m b e r s  a s  y o u  e s t a b l i s h  m o r e  a c c o u n t a b i l i t y  i n

y o u r  c o m p a n y .  

List Rocks and the owner of each, from Company level to individual level:
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A V O I D  T H E  P I T F A L L S

A V O I D  T H E S E  P I T F A L L S :

G a r b a g e  i n / g a r b a g e  o u t :

Y o u  w i l l  g e t  e x a c t l y  w h a t  y o u  p u t  i n t o  e a c h  a s p e c t

o f  t h e s e  s t e p s .  T a k e  t h e  n e c e s s a r y  t i m e   a n d  d o n ' t

r u s h  t h e  p r o c e s s .

I t  t a k e s  t w o  q u a r t e r s  t o  m a s t e r  R o c k s :

B e  p a t i e n t  a n d  u n d e r s t a n d  i t  t a k e s  t i m e  t o  g e t  i n t o

t h e  f l o w  o f  t r u e  m a s t e r y  w i t h  t h e s e  g o a l s .  M o r e

e x p e r i e n c e  w i t h  t h i s  f l o w  w i l l  f u r t h e r  i m p r o v e  y o u r

c a p a b i l i t i e s  i n  a c c o m p l i s h i n g  t h e m .

C o m m i t m e n t  F i z z l e :

M a k e  s u r e  a s  y o u  r o l l  o u t  y o u r  R o c k s  y o u  a r e  f u l l y

c o m m i t t e d  t o  a c c o m p l i s h i n g  t h e m  e a c h  q u a r t e r .

D o n ' t  l e t  t h e s e  b e c o m e  a  f l a v o r  o f  t h e  m o n t h .

T o o  m a n y  R o c k s :  

D o n ' t  g i v e  m o r e  t h a n  3  R o c k s  t o  a n y o n e  o u t s i d e  o f

t h e  l e a d e r s h i p  t e a m .  M o s t  e m p l o y e e s  w i l l  b e c o m e

o v e r w h e l m e d  a n d  y o u  w i l l  v i o l a t e  t h e  g o l d e n  r u l e

t h a t  l e s s  i s  m o r e .
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M E E T I N G  P U L S E

L e t ' s  d i s p e l  t h a t  m e e t i n g s  a r e  b a d ,  r i g h t  h e r e  a n d

n o w .  T h e  f a c t  i s ,  m e e t i n g s  a r e  e s s e n t i a l  b u t  a  w e l l

r u n  m e e t i n g  i s  v i t a l ,  t h e y  a r e  t h e  m o m e n t  o f  t r u t h

f o r  e v e r y o n e  i n  y o u r  o r g a n i z a t i o n .  T h i s  i s  w h e r e  t h e

L - 1 0  m e e t i n g  f r a m e w o r k  c o m e s  i n t o  p l a y ,  a  m e e t i n g

t h a t  i s  f r e q u e n t  a n d  s a v e s  t i m e .  T h e  o v e r a l l  M e e t i n g

P u l s e  c o n s i s t s  o f  t w o  t y p e s  o f  m e e t i n g s :  q u a r t e r l y

a n d  w e e k l y .

Q U A R T E R L Y  M E E T I N G  P U L S E
W h o :  T h e  l e a d e r s h i p  t e a m

W h e r e :  o f f - s i t e

D u r a t i o n :  E i g h t  h o u r s

F r e q u e n c y :  E v e r y  9 0  d a y s

P r e w o r k :  B r i n g  V / T O  c o m p l e t e  ( e v e r y o n e  b r i n g s  h i s  o r  h e r

i s s u e s  a n d  p r o p o s e d  p r i o r i t i e s  f o r  t h e  c o m i n g  q u a r t e r )

Q U A R T E R L Y  M E E T I N G  A G E N D A
S e g u e

R e v i e w  p r e v i o u s  q u a r t e r

R e v i e w  t h e  V / T O

E s t a b l i s h  n e x t  q u a r t e r ' s  R o c k s

T a c k l e  K e y  i s s u e s

N e x t  s t e p s

C o n c l u d e
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M E E T I N G  P U L S E

L e t ' s  d i s p e l  t h a t  m e e t i n g s  a r e  b a d ,  r i g h t  h e r e  a n d

n o w .  T h e  f a c t  i s ,  m e e t i n g s  a r e  e s s e n t i a l  b u t  a  w e l l

r u n  m e e t i n g  i s  v i t a l ,  t h e y  a r e  t h e  m o m e n t  o f  t r u t h

f o r  e v e r y o n e  i n  y o u r  o r g a n i z a t i o n .  T h i s  i s  w h e r e  t h e

L - 1 0  m e e t i n g  f r a m e w o r k  c o m e s  i n t o  p l a y ,  a  m e e t i n g

t h a t  i s  f r e q u e n t  a n d  s a v e s  t i m e .  T h e  o v e r a l l  M e e t i n g

P u l s e  c o n s i s t s  o f  t w o  t y p e s  o f  m e e t i n g s :  q u a r t e r l y

a n d  w e e k l y .

A N N U A L  M E E T I N G  P U L S E
W h o :  T h e  l e a d e r s h i p  t e a m

W h e r e :  o f f - s i t e

D u r a t i o n :  T w o  d a y s

F r e q u e n c y :  E v e r y  y e a r  a b o u t  t h e  s a m e  t i m e

P r e w o r k :  B r i n g  V / T O  c o m p l e t e d ,  p r o p o s e d  b u d g e t  f o r

n e x t  y e a r ,  t h o u g h t s  o n  g o a l s  f o r  n e x t  y e a r

A N N U A L  M E E T I N G  A G E N D A
S e g u e

R e v i e w  p r e v i o u s  y e a r

T e a m  h e a l t h  b u i l d i n g

S W O T / i s s u e s  l i s t

V / T O  ( t h r o u g h  o n e  y e a r  p l a n )

E s t a b l i s h  n e x t  q u a r t e r ' s  R o c k s

T a c k l e  k e y  i s s u e s

N e x t  s t e p s

C o n c l u d e
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M E E T I N G  P U L S E

B e  o n  t h e  s a m e  d a y  e a c h  w e e k

B e  a t  t h e  s a m e  t i m e  e a c h  w e e k

H a v e  t h e  s a m e  p r i n t e d  a g e n d a

S t a r t  o n  t i m e

E n d  o n  t i m e

F i v e  K e y  P o i n t s  f o r  W e e k l y  m e e t i n g s :

W E E K L Y  M E E T I N G  P U L S E
W h o :  T h e  l e a d e r s h i p  t e a m

W h e r e :  O f f i c e  c o n f e r e n c e  r o o m

D u r a t i o n :  9 0  m i n u t e s

F r e q u e n c y :  E v e r y  w e e k

P r e w o r k :  R o c k s  e s t a b l i s h e d  a n d  R o c k  S h e e t  c r e a t e d ;

s c o r e c a r d  c o m p l e t e ;  i s s u e s  s o l v i n g  t r a c k  u n d e r s t o o d

W E E K L Y  M E E T I N G  A G E N D A
S e g u e  -  5  m i n u t e s

S c o r e c a r d  -  5  m i n u t e s

R o c k  r e v i e w  -  5  m i n u t e s

C u s t o m e r  &  e m p l o y e e  h e a d l i n e s  -  5  m i n u t e s

T o - d o  l i s t  -  5  m i n u t e s

I D S  -  6 0  m i n u t e s

C o n c l u d e  -  5  m i n u t e s
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T A K I N G  A C T I O N

C o n t e x t  i s  c l e a r  a n d  m a s t e r y  i s  n e a r .  R e c o g n i z e  t h i s

w i l l  t a k e  t i m e  a n d  h a v e  t h e  r i g h t  p e o p l e  i n  t h e  r i g h t

p l a c e  w i l l  b e n e f i t  y o u  g r e a t l y .  T h a t  c o u l d  b e

e m p l o y e e s ,  c l i e n t s ,  c o a c h e s  o r  m e n t o r s .  E v e r y t h i n g

y o u  l e a r n  a b o u t  b u s i n e s s  m o v i n g  f o r w a r d  w i l l  b e

a b l e  t o  f i t  i n t o  y o u r  B . O . S . ,  y o u r  B u s i n e s s  O p e r a t i n g

S y s t e m .  

I  r e c o m m e n d  s l o w l y  i m p l e m e n t i n g  o v e r a l l  a s p e c t s  o f

t h i s  B . O . S .  p l a n  a n d  u n d e r s t a n d  t h e r e  w i l l  b e

m o m e n t s  o f  f r i c t i o n  t h a t  a r i s e .  A s  y o u  m a s t e r

c e r t a i n  a s p e c t s  o n  a  h i g h e r  l e v e l  w i t h i n  y o u r

o r g a n i z a t i o n ,  m o v e  t o  t h e  n e x t  l o w e r  l e v e l  w i t h  t h a t

a s p e c t .  O v e r a l l ,  b e  p a t i e n t  w i t h  t h i s  i m p l e m e n t a t i o n ,

y o u  c a n  o n l y  m o v e  a t  y o u r  o w n  s p e e d .

A s  y o u  i m p l e m e n t  e a c h  p i e c e  a n d  f i n d  t h e  r i g h t  t e a m

t o  h e l p  y o u  a n d  y o u r  t e a m  s t a y  a c c o u n t a b l e ,  b e

p r e p a r e d  t o  c o n t i n u e  t o  r e v i e w  a n d  r e v i s e  y o u r  p l a n

o n c e  o r  t w i c e  a  y e a r  w i t h  y o u r  t e a m ,  c o a c h e s  a n d

m e n t o r s .  
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W H Y  I T  W O R K S

T h e  9 0 - d a y  P l a n  s t e m s  f r o m  h u m a n s  o n l y  b e i n g  a b l e

t o  f o c u s  t h a t  l o n g .

T h e  T o - D o  L i s t  i n  t h e  w e e k l y  m e e t i n g  i s  d e s i g n e d  t o

e n s u r e  a c c o u n t a b i l i t y .

T h e  V / T O  i s  d e s i g n e d  t o  g e t  y o u r  v i s i o n  o u t  o f  y o u r

h e a d  a n d  i n t o  t h e  h e a d s  o f  o t h e r s  u s i n g  a  s i m p l i f i e d

a p p r o a c h  o f  o n l y  8  q u e s t i o n s .

D a t a  f o r c e s  y o u  t o  g i v e  p e o p l e  n u m b e r s  s o  y o u  c a n

m e a s u r e  a c h i e v e m e n t .

C o r e  V a l u e s  g o  t o  t h e  h e a r t  o f  h u m a n  n a t u r e .

T h e  M e e t i n g  P u l s e  f o r c e s  p e o p l e  t o  s t a y  c o n n e c t e d

a n d  k e e p  t h e i r  c i r c l e s  c o n n e c t e d .

T h e  I s s u e s  S o l v i n g  T r a c k  a d d r e s s e s  t h e  n a t u r a l

t e n d e n c y  t o  a v o i d  c o n f l i c t  a n d  i n s t e a d  r e m o v e s

e m o t i o n .

A  s i n g l e  s y s t e m  d i r e c t s  t a l e n t  a n d  e n e r g y  i n  o n e

d i r e c t i o n  f o r  t h e  e n t i r e  o r g a n i z a t i o n .
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O R G A N I Z A T I O N  C H E C K - U P
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V I S I O N  A N D  T R A C T I O N
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V I S I O N  A N D  T R A C T I O N
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P E O P L E  A N A L Y Z E R
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O R G A N I Z A T I O N A L  C H A R T
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D A T A  S C O R E  C A R D
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Now that you have some tips for running a successful leadership meeting and a better
understanding of whether or not you want to make them compatible with EOS, let’s

cover what to add to your agenda.
 

The agenda starts with 25 minutes at the top dedicated to reporting and updates. Then,
the bulk of the meeting is spent identifying and solving the most important issues of the

week.
 

Remember, time allotments aren’t suggestions! Following the agenda items and time
exactly will allow you and your team to get the most out of this meeting format.

Here’s what’s on the agenda:
 

Check-in (5 minutes)
Start the meeting with a personal check-in. Share a win, or an “aha!” moment to kick the

meeting off on a positive.
While the agenda is rigid, it’s important to recognize that everyone’s human! Starting off

the meeting with some good news is a great segue into “reporting mode.”
 

Scorecard (5 minutes)
Okay, you’ve celebrated some wins, now it’s time to get down to business. 
This section is meant to discuss 3-5 metrics that pass the “beach test.” �

The beach test is the idea that if you’re on a beach vacation and these metrics are off
track (think your app is down, cash flow, etc.) you’d fly home to fix it.

 
Rock updates (5 minutes)

”Rocks” are projects that will take up a quarter’s worth of work. Go through company
and department “rocks” and whether they’re on or off track. 

If a rock is off track, add it to the issues portion of the agenda to tackle in that section.
At this point in the meeting, you’re solely focused on getting through updates. 

 
Client/employee headlines (5 minutes)

If you had a newspaper dedicated to client and employee news, what would the
headlines be? That’s what you’re sharing in this section. 

Headlines should be one-sentence updates so that everyone can stay up-to-date on
what’s happening with all your people — good or bad news. 

W H A T ’ S  I N C L U D E D  I N  A  L E A D E R S H I P

M E E T I N G  C O M P A T I B L E  W I T H  B O S ?
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Recap the to-do list and next steps from your meeting.
Discuss if there are any cascading messages that need to be communicated to the

rest of the organization.
Rate your meeting. The ideal is to receive ratings of 8 or higher. If it’s lower, ask why

so you can course-correct for next time.

To-do list (5 minutes)
Run through the to-do list (this carries over from meeting to meeting) and check off
what’s done, not done and in progress. Ideally, the items on your to-do list are 7-day
action items, which means you should be able to cross out the majority of the to-dos

from the prior meeting. 
The to-do list actually lives within the agenda — another reason it’s important to use

the same agenda each week. 
 

Issues list: identify, discuss, solve (IDS) (60 minutes)
Everything up until this point in the meeting is the pretext. The crux of your meeting

focuses on understanding the root of problems and constructively solving them, rather
than jumping to solutions. The discussion portion provides an opportunity to dig

deeper to identify the true root of the problem— arguably, one of the most important
steps of the meeting. Without it, you might be missing the point. 

With all the issues handy in a list (this can be tracked in your Google sheets), meeting
attendees should vote on the top 3 priorities and focus on tackling them in the meeting

—starting with the most important issue first.
Once solved, take it off the list. Likely, the solution will result in some to-dos, so make
sure to add those to your to-do list as needed. If issues are on the agenda for more
than a few weeks, drop them to a long-term list to be discussed on a quarterly basis.

 
Wrap up (5 minutes)

This is the final stretch of the meeting! 5 minutes before the end time (and no later!),
take some time to review the following three things before everyone parts ways:

W H A T ’ S  I N C L U D E D  I N  A  L E A D E R S H I P

M E E T I N G  C O M P A T I B L E  W I T H  B O S ?
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N E E D  H E L P ?

Zack A. Knight

404-503-3576

Zack@BeATacticalLeader.com

BeATacticalLeader.com

ZackAKnight.com


