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BREAKING
THE SURVIVAL
HABIT
The survival instinct is the greatest motivator we have. All seasoned entrepreneurs have tales
to tell about having a “gun-to-the-head” moment, when their business hung by a thread
before they pulled off a heroic comeback: scrambled to cover payroll… saved a major
disgruntled customer… closed a lucrative sale that stopped the repossession of the fleet.
A survival-driven company is like the heroin
addict going after his ﬁx on the verge of a cold
turkey. Laser-focused, fearless, uncompromising.
But, as soon as the syringe delivered its lode, the
junky kicks back and loses motivation to do
anything while the high lingers.
Since not all survival-driven acts are that dramatic,
we tend not to notice our behavior, well after it
became a habit. We feel too burnt-out to react to
warning signs and wait until we have been
enveloped in new ﬂames. We ignore soft sales
numbers, put off ﬁring decisions, pin hopes on
big but risky opportunities, or bury ourselves in
busywork.
Fireﬁghting is addictive as it makes us feel heroic
and accomplished when a spectacular ﬁre has
been extinguished. How much more exciting than
dealing with the mundane business of
anticipating and preventing mishaps. Whoever

notices all those catastrophes that never
happened, or the inefﬁciencies saved by
foresight? Creating havoc, and then rescuing the
universe, instinctively feels much cooler.
Unfortunately, crises-driven businesses focus on
maintaining, rather than constructing. They are all
about preventing the building from burning down,
not erecting further stories on top. Alas, breaking
the survival habit is difﬁcult without replacing it
with another, similarly powerful way of life: the
habit of strategic planning and execution.
Strategic planning is all about preempting crises
by committing the enterprise to achieving
aggressive objectives. When done well, the
commitment to a vision and plan can become so
powerful that any threat to it is perceived as an
existential crisis, creating an emergency reaction.
Missing the plan becomes unthinkable to the
organization that generates a survival response,
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A survival-driven company is
like the heroin addict going
after his fix on the verge of
a cold turkey. But, as soon as the syringe
delivered its lode, the junky kicks back
and loses all drive to do anything while
the high lingers.
which harvests the same energy to grow and
create proﬁts, that had been expended in the
service of breaking even. Think about a Fortune
company missing an earnings target: the CEO
gets ﬁred, employees get laid off, or both.
One way to rewire a business from survivalorientation to proactive is to implement a
management blueprint, such as the
Entrepreneurial Operating System (EOS). EOS
uses several tools to strengthen planning and
execution, like:
1. Articulating a vision. By deﬁning a Core Focus
and a 10-Year Target, the organization clariﬁes
what is stands for, the niche it needs to focus on,
and the “one big thing” it wants to achieve in the
long run. By committing to a big enough niche
and articulating a long-term energizing goal, the
brains of the employees can combine into a
supercomputer and get to work on ﬁguring out
how to achieve that future desired state.
2. Strategic planning. Using a 3-Year Picture you
paint a vivid canvass of what the organization
will look like in three short years from now, to
be on track with its 10-Year Target. By cocreating and agreeing on the speciﬁcs of the 3Year Picture, the leadership can share the vision
across the ranks of what needs to be achieved.
The 3-Year Picture also becomes the engine
behind a solid 1-Year Plan: what should be the
revenue, proﬁt and critical measurable that the
business needs to hit to be on track with its 3Year Picture at the end of the year.

3. Goal setting. EOS uses “Rocks”, or quarterly
priorities, to focus organizational bandwidth on
a handful of critical initiatives that would
generate the required progress in the next three
months. Company Rocks become the “themes
of the quarter”, telegraphing to all what the business committed to focus on for the next 90 days.
Company Rocks act as rallying cries to all
employees, who then use them to articulate
their own Individual Rocks that contribute to
achieving the Company Rocks. Not all
Individual Rocks will connect to Company
Rocks, but sharing them will allow a wide and
deep understanding of who is working on
what, and will help clariﬁcation and consensus
to emerge on what would have to be sacriﬁced
to make time to achieving priorities.
4. Scorecarding. Checking critical measurables
weekly allows leadership to keep an absolute
pulse on the business at all times; as well as
being accountable to executing those sales,
operational and ﬁnancial management actions
that will ensure the business would be tracking
its quarterly plans.
5. Peer accountability. Teams that commit to
delivering on their plans will hold each other
accountable to achieving Scorecard numbers.
Weekly check-ins keep team members
“honest” and help smoke out issues that
prevent accomplishments. The team then
solves and takes action on resolving issues, so
that numbers get back on track.
Commitment and discipline are key for ingraining
the habit of strategic planning and execution into
your organization. EOS provides a framework for
visioning, planning, execution, and building an
open and honest culture, where people embrace
thinking and executing big, confronting
challenges and obstacles and taking action to
resolve them as they arise.
STEVE PREDA
Professional EOS Implementer
steve@entrepcoaches.com
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STOP
DOING SALES
REVENUE
AUTOPSIES
A doctor whose goal is to keep his patient healthy does not wait until the patient’s
autopsy to determine if he were successful. However, many companies approach
their sales management in a that way. They wait until the end of the month or year
to see if they have hit their revenue goals. If the company is short, there is nothing
they can do at that point.
Successful doctors spend their time helping their
patients choose the right activities and behaviors
that would lead to a healthy life. This approach is
true also for sales. Focusing on the activities that
lead to sales allows companies to make
adjustments ahead of time in order to ensure they
hit their revenue goals. Here is how your
organization can make this shift.

The ﬁrst step is to deﬁne and document each
unique stage a prospect goes through to become
a customer. This is called the sales process, and
each product or service will have its own unique
variation of it. Here is an example of what it might
look like:
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Qualiﬁcation
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Proposal

Contracting

Onboarding

Once the stages are deﬁned, ask the following
questions within each stage, to document how a
prospect would be moved through your sales
process:
• What is the objective of this stage?
• Who in your organization is responsible for this
milestone?
• What questions need to be asked of the
prospective customer?
• What information needs to be provided to the
prospect?
• What agreement do you need from the
customer to move to the next stage?
• How long does this stage take to complete on
average?
Once you have your stages deﬁned and
documented, you can determine what the
percentage to closure is at each stage. For

instance, using the example above, if on average
you close one out of every two demos, you have a
50% closure rate at stage 3. Using these
percentages, you can translate your revenue
goals into how many prospects you need within
each stage to hit your goals. This list is called your
target sales pipeline.
Finally, identify which of your current sales
prospects ﬁt into which stage in the sales process
you have created. Compare your company’s
current pipeline to the target sales pipeline, to
see if you are on track to hit your revenue goals. If
you are not, focus your sales team on activities in
the early stages of the sales process to achieve
your target levels. Using this tool, you can monitor
and adjust your sales activity level in advance, so
you can hit your sales revenue goals.

Using these percentages, you can
translate your revenue goals into how
many prospects you need within each
stage to hit your goals. This list is called
your target sales pipeline.
GLENN KURTZ
Sales Advisor, Sales Xceleration
gkurtz@salesxceleration.com
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VISIONARIES
TAKING BACK THE
INTEGRATOR SEAT
I have come across multiple businesses lately where a “Visionary” decided to
descend from the strategic heights to retrieve the reins of the business from their
number two “Integrator” whom they had earlier appointed to run the show.
We’ll get to why that is important in a moment,
but let’s ﬁrst deﬁne the above mentioned
ambiguous-sounding terms.
Leaders that implement a management blueprint
to run their business on, will try to perpetuate the
organization by becoming personally dispensable
to it. A major milestone in this process is to step
out of the day-to-day running of the organization,
and elevate someone else for that role. In the
parlance of the most popular management
blueprint, the Entrepreneurial Operating System

(EOS), we call the day-to-day operator of the
business the “Integrator”, while the person
stepping up to strategic leadership is the
“Visionary”.
The Integrator owns all management
responsibilities, “integrating” the major business
functions, such as sales, delivery, administration,
etc., while the Visionary focuses on steering the
company through the rough waters of market
evolution, cultivating major strategic partners and
clients, and wooing and negotiating acquisitions.
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Appointing the delivery head as
Integrator will put too many cooks in the
kitchen: the Integrator will effectively
only manage one or two additional people,
which makes less sense than keeping the
founder in the driving seat.
Becoming a Visionary sounds fun for
entrepreneurial types, so why should they retake
the reins?
Appointing an Integrator is much easier than
transitioning power to him, which in turn is easier
than keeping that Integrator empowered. We
humans like to be in control and entrepreneurs
are especially hardwired to maintain it as their
means of survival. Overcoming that survival
instinct can be challenging: Integrators, however
talented, make mistakes and the Visionary will
have to bear with them until they have grown into
the job and beyond. This can feel like root canal
surgery and often a wasteful process, in the short
to medium term. Some Visionaries don’t have the
patience to hang in there while they groom the
Integrator, and feel compelled to jump in and
right the ship.
At other times, the Integrator is ready for the role,
but the organization is not mature enough to
accommodate him. This can happen, for example,
when the Visionary still heads the sales function
and the Integrator has no one to delegate the
delivery seat in the company, while there is only
one or two other leaders to “integrate” on the
management team. Appointing the delivery head
as Integrator will put too many cooks in the
kitchen: the Integrator will effectively only
manage one or two additional people, which
makes less sense than keeping the founder in the
driving seat.
On occasion, the founder is still mentoring
multiple employees in the organization and
removing her becomes counterproductive to

growing the future leaders of the business.
At other times, the Integrator turns out to be a
suboptimal choice for a general leadership role
and it is best for everyone to allow them to move
back into a less prominent position.
The most common error I see is when the founder
decides to “clone herself”, i.e. tries to hire a
similarly skilled and driven person in her stead.
This strategy almost never works as
entrepreneurial people want to run their own
shows and are unlikely to be looking for a job. The
notable exception is the failed entrepreneur, who
had already learned his lessons, and consequently,
is out of capital to try again, for the time being.
In any event, moving forward often requires
taking a step back. Retaking the Integrator seat
should be interpreted as part of the
entrepreneurial learning process, not as a failure.
Regrouping teaches valuable lessons and there
should be another opportunity for the founder to
elevate 6-18 months down the line. It can then be
exploited with better preparation, a stronger
Integrator candidate, or a more robust
organization below, to support the transition.
STEVE PREDA
Professional EOS Implementer
steve@entrepcoaches.com
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ENTREPRENEURS' CORNER

WHAT BUSINESS
LESSON DID YOU
LEARN IN THE 2010’S?

„

HARLAN REICHLE
President and CEO, Reichle Klein Group, Toledo, OH

Character matters. Old fashioned character traits like
persistence, resilience, humility, integrity, honesty,
reliability, respect and a focus on the truth make the
difference in good times and bad and with all the
people you touch: employees, clients, vendors,
lenders, partners, family and friends.

„

DOUG SALVIA
President, Douglas Aquatics, Richmond, VA
Each generation has its own wants and needs.
Providing leadership employees with responsibilities
coupled with authority, compensation and recognition,
may not blend with their personal lifestyle wants and
wishes. As Oscar Hammerstein and Richard Rogers
wrote in the King and I “Getting to Know You” may be
the road to success.
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„

„

„

„

„

„

STEPHEN WILKINSON
President, Richmond Security, Richmond, VA
I learned the importance of leading by example.
Whether business or personal, someone is always
observing your actions and judging your character
accordingly.

STEVE DELLER
President & CEO, Virid, Reston, VA

Never get so focused on creating the next great
product or service that you neglect building the
infrastructure to support it. Starting with a solid
foundation and a healthy culture is paramount to
success, and trying to ﬁx issues later will most likely
lead to failure.

JOHN DEAL
CEO, Gaston & Wyatt, Charlottesville, VA

The importance of the customer experience in
business success. It’s not just about the quality of the
product you produce, but the entire chain of processes
and interactions leading to the delivery of that product,
that inﬂuences the customer’s perception of value.

ERIC BROWN
CEO, Fulﬁlltopia, Virginia Beach, VA

Emotional Intelligence is paramount for leadership,
and as the CEO, you’re responsible for the culture,
growth and direction of the business. You can’t
delegate these duties.

CHRIS GRANDPRE
Chairman & CEO, Outdoor Living Brands, Richmond, VA

Never compromise on the quality of your people or
your culture. Be patient when hiring, decisive when
changes are needed, and willing to part with strong
performers if they aren’t a ﬁt with the company’s
culture.

STEVE PIERCE
General Manager, Baker Rooﬁng, Chester, VA

Diversify your streams of revenue as much as possible.
Have your most proﬁtable division fully cover the costs
of overhead. This will allow you to get more aggressive
or hold margins in other divisions, based on scope of
work or needed workload.
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THE MAGIC OF
TIME BLOCKING
Time management has long been my obsession. It’s really a euphemism for selfmanagement and the end-all and be-all of productivity. (The Entrepreneurial
Operating System [EOS] is, at its essence, a self-management program for
companies.)
One major time management tactic is time
blocking and I was reminded of this recently
when reading Gary Keller’s “everywhere
bestseller”, titled The ONE Thing. Keller is the
entrepreneur behind the meteoric rise of the
Keller Williams real estate empire, and in his his
blockbuster book he shares his time management
philosophy.
Essentially, Keller puts forward a process like EOS,
by advocating the setting of a mission and a
medium term vision which he then breaks down

to annual, quarterly and weekly goals. Ultimately,
he asks you to identify your most important
activity, “The ONE Thing”, that is the critival
ingredient to your success, and block time in your
calendar each day to work on it. If you are
Stephen King, this will be writing, if you are a
brainsurgent: operating, if you are a salesperson:
prospecting, etc. He suggests blocking off at least
four hours a day for your ONE Thing activity and
building a wall around it. Use the rest of your time
for your day job, your family, health and all the
mundane errands of your life.
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To kickstart the process, most people can
create two productive hours in the morning
through eliminating two wasteful evening
hours, by unplugging the TV, deleting social
media and news apps from their phones and
ordering food, instead of burning time
grocery shopping, cooking and stacking
dishwashers.
Keller’s logic is unassailable, but squeezing four
hours of productivity out of an already full day will
be a major challenge for most. Especially for an
employee, who is expected to be available and
account for their time, or even for a hired-hand
CEO, who has not yet achieved demi-god status.
But the principle is readily executable for
entrepreneurs: four hours or more is the ultimate
goal, but it is worth starting with two hours a day,
or even ninety minutes. (Anything less will not
make enough of a difference to start the dominos
falling and trigger a self-reinforcing momentum.)
I personally experienced the fruits of time
blocking when running my ﬁrst business, in my
late thirties. I would get up at 4:30 am, shower,
yoga, read for sixty minutes and work two hours
on my newsletters, direct mail pieces and
promotional talks. When hitting the ofﬁce at 9:00
am, I already had the most important part of my
day accomplished giving me a tremendous boost
of energy and self-conﬁdence. The rest of the day
was all about meeting with clients and prospects,
mentoring colleagues, troubleshooting and
removing obstacles to help my team be more
productive.
To kickstart the process, most people can create
two productive hours in the morning through
eliminating two wasteful evening hours, by
unplugging the TV, deleting social media and
news apps from their phones and ordering food,
instead of burning time grocery shopping,

cooking and stacking dishwashers. Later on, some
of the lost relaxation time can be recouped by
eliminating or clustering non-essential tasks
during the workday.
Delivering two focused hours of high value-add
activity will give you the reputation and ﬂexibility
for cutting off inessential tasks and setting
expectations with your team on how they should
communicate with you time-effectively.
Keller quotes Jerry Seinfeld, who apparently uses
a month-at-a-glance calendar to hold himself
accountable to working on his ONE Thing, which
is creating jokes. Each day after having done his
hours, he puts a giant X across his calendar. Over
time this creates a chain of crossed-out days and
builds his motivation to “not break the chain” and
maintain his success habit.
Block time every day for your “ONE Thing that
would make everything else easier or
unnecessary”. Start with two hours a day and
protect that time like a meeting with a ﬂaming-hot
prospect. If your business runs on EOS, use your
blocked hours to accomplish your Rocks. Stick
with this system for 60 days and you will never
look back.
STEVE PREDA
Professional EOS Implementer
steve@entrepcoaches.com
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HOW TO GET WHAT
YOU WANT FROM
YOUR BUSINESS
Whether you desire more top line growth,
higher proﬁts, a better life balance, or a
business that can eventually be
transitioned or sold, the Entrepreneurial
Operation System (EOS) can get you
there. To date, over 7900 companies have
implemented EOS using a Professional
EOS Implementer and over 1,000,000 EOS
books have been sold worldwide.
EOS is a complete proven system with simple,
practical tools, that allows you to align every one of
your employees around a vision and a plan, execute
that plan with discipline and accountability and build a
“leadership team” from the inside, that will help you
get what you want from your business.
To learn more, check out the deﬁnitive guide to EOS:
Traction from Gino Wickman. Simply stated, EOS is
the distillation into simple tools of a handful of
management practices, that had been developed by
practitioners and business thinkers from Frederick W.
Taylor, through Peter Drucker to Jim Collins, over the
past 100 years.
Most EOS tools are available for free download on
www.eosworldwide.com, and feel free to access EOS
blogs, videos and archive copies of the Management
Blueprint newsletter on www.entrepcoaches.com.

