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Traction: Get a Grip on Your Business   Gino Wickman (2011) 
  

 By reading and applying this book you can eliminate 
all of your business-related frustrations, have great employees 
at all levels who share your vision, communicate with each 
other, solve their own problems, and demonstrate accountabil-
ity. Your organization could not only run seamlessly, but also 
have the potential to scale up as large as you see fit. It contains 
all the tools and components that make up the Entrepreneurial 
Operating System (EOS).  
 The EOS identifies 6 Key Components of any organi-
zation. 1) VISION: A clear image of where the business is go-
ing and how it’s going to get there. The more clearly everyone 
can see your vision, the likelier you are to achieve it. 2) PEO-
PLE: The right people in the right seats. 3) DATA: The best 
leaders rely on a handful of metrics to help manage their busi-
nesses. A Scorecard is a weekly report containing 5-15 high-
level numbers for the organization. 4) ISSUES: Obstacles that 
must be faced to execute your vision. Transparency is a helpful 
by-product of strengthening the 1st 3 EOS components. You 
will create an open organization where there is nowhere to hide. 
Use the Issues List at all levels to compartmentalize and priori-
tize all issues in an open and honest culture. 5) PROCESS: Suc-
cessful organizations see the Way clearly and constantly refine 
it, resulting in simplicity, scalability, efficiency, and profitabil-
ity. You will not get your company to the next level by keeping 
your processes in your head and winging it as you go. Identify, 
address, and document each of your core processes. 6) TRAC-
TION: The Traction Component is typically most organizations 
weakest link. Everyone in the organization should have Rocks, 
which are clear 90-day priorities designed to keep them focused 
on what is most important. A Meeting Pulse at all levels will 
keep everyone focused, aligned, and communicating. Our Core 
Values, Focus, long-range business goal, target market, and 3 
Uniques (differentiators) are clear. We have a proven process, 
all meetings are on the same day at the same time each week, 
with the same agenda, and they start and end on time.  
 As goes the leadership team, so goes the company. 
They must provide a united front to the rest of your organization 
and parent everyone to greatness. Organizations usually expand 
in spurts. You will hit the ceiling on 3 different levels: as an 
organization, departmentally, and as individuals. Most compa-
nies need to start with a focus on internal growth before external 
growth. Your leaders need to be able to simplify, delegate, pre-
dict, systemize, and structure.  
 Long-term predicting forecasts everything 90 days and 
beyond.  Do this by starting with the far future and working 
your way back. What is your 10-tear target? Your 3-year pic-
ture? Your 1-year plan? What must you accomplish in the next 
90 days to be on track? Make a decision about what you will do 

tomorrow based on what you know today. Get good at taking 
the long view. Stop working in the business all the time and 
work on the business occasionally. 
 Systemize to clearly identify core processes and inte-
grate them into a machine. Agree as a leadership team on what 
these processes are and give them a name. This is your com-
pany’s Way of doing business. Organize to reduce complexity 
and create accountability. The structures of most small compa-
nies are either too loose or non-existent.  
 You must be open-minded, growth-minded, and vul-
nerable. If you can’t risk, you can’t grow. If you can’t grow, 
you can’t become your best. If you can’t become your best, you 
can’t be happy. If you can’t be happy, what else matters? EOS 
is a system designed to help you grow.  
 By simply answering 8 questions, you and your lead-
ership team should be able to clearly state your vision and ena-
ble everyone in the organization to “see” where you want to go. 
Clarify your vision and you will make better decisions about 
people, processes, finances, strategies, and customers. The first 
tool in the EOS is the Vision/Traction Organizer (V/TO), which 
is designed to get your vision out of your head and onto paper.  

1) What are you core values?  
2) What is your core focus?  
3) What is your core focus?  
4) What is you marketing strategy?  
5) What is you 3-year picture?  
6) What is your 1-year plan?  
7) What are you quarterly Rocks?  
8) What are you issues?  

 Once your core values are defined, you must hire, fire, 
review, reward, and recognize people based on them to build a 
thriving culture around them. Core values already exist within 
your organization—they’ve just been lost in the day-to-day 
chaos. Your task is to discover and instill them as the rules you 
play by. Strategic thinking is best done off-premises.  
 Step 1. Have each leadership team member list 3 peo-
ple who, if you could clone them, would lead you to market 
domination. Step 2. What are the qualities they exemplify? Step 
3. That long list you’ve just created contains your core values. 
Condense them in a 1st round to 5-15 items. Through group dis-
cussion and debate, decide which values are truly core. The 
fewer, the better. Let them simmer for 30 days and meet one 
last time as a team to sign off on the final list. Evaluate new 
applicants’ core values before their skills.  
 When business owners get bored, there is the potential 
for them to get distracted by shiny stuff and sabotage what 
they’ve created. Defining your core focus will return you to 
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your original levels of clarity and excitement. You can only suc-
ceed in the kind of business that is right for you and your team. 
Figure out what you’re genetically encoded to do. The combi-
nation of your talents and passions combined with your leader-
ship creates something unique that no other company has. Why 
does your organization exist? What is its purpose, cause, or pas-
sion? Let this be your filtering mechanism for all future deci-
sions. One thread unites successful people and companies. All 
of them have a habit of setting and achieving goals.  
 The right people are those who share your company’s 
core values. The right seat means that each employee operates 
within his/her area of greatest skill and passion and that the 
roles and responsibilities fit with his/her Unique Ability. The 
People Analyzer clarifies whether you have the right person in 
place or not. Give 1 of 3 ratings on each of the several core 
values needed to do the job: 
+   Exhibits that core value most of the time. 
+/- Exhibits that core value some of the time. 
- Doesn’t exhibit that core value most of the time.   
This give managers a bar for clarity on what is acceptable and 
what is not. The recommended bar with 5 core values is 3 
pluses, 2 plus/minuses, and never a minus. I recommend this 
based on past experience. If someone is below the bar, com-
municate the People Analyzer results to them and give them the 
chance to better their performance. Use a 3-strike rule as fol-
lows:  
  Strike 1: Discuss the issues and expectations and give them 
30 days to correct the problem. 
  Strike 2: If you don’t see improvement, discuss their perfor-
mance again and give them another 30 days.   
  Strike 3: If you still don’t see improvement, terminate them.  
 You don’t have to fire people most of the time. They 
leave on their own because they know they don’t fit. Someone 
can muddle through in an organization that lacks clarity over 
roles, vales, and expectations. I recommend that you “people-
analyze” each other. It will validate your core values. 
 Every business has 3 major functions: Sales and 
marketing; operations; finance and administration. They 
all must be strong. Only one person must be accountable for 
each of these. An integrator harmoniously integrates these 3 
functions with healthy friction and tension among them. This 
is a CEO, president, general manager, king, or queen. The in-
tegrator has the Unique Ability to run the organization, man-
age day-to-day issues and integrate them.     
 The concept of the Visionary within an Accountabil-
ity Chart is one of my greatest discoveries. The visionary and 
integrator couldn’t be more different. In a small to mid-size 
company, the visionary is typically the owner, co-owner, or 
founder. In a partnership, most of the time, one partner is the 

visionary [entrepreneur] and the other is the integrator. Vision-
aries are invaluable. They’re typically very creative, great 
solvers of big ugly problems, and fantastic with important cli-
ents, vendors, suppliers, and banking relationships. If you’re 
one, know thyself and be free. Integrators are typically very 
good at leading, managing, and holding people accountable. If 
you’re one, know thyself and be stressed. You’ll always need 
both an entrepreneur and a manager at the top of a company. 
As you create your Accountability Chart create the structure 
first. Don’t put any names in any of the boxes yet.  
 With the Accountability Chart providing clarity it’s 
time to put the right people in the right seats. To do that we 
use the filter GWC: get it, want it and capacity to do it. Get It 
means they truly understand their role, the culture, the sys-
tems, the pace and how the job comes together. Want It means 
they genuinely like the job. Capacity means they have the time 
as well as the mental, physical, and emotional capacity to do a 
job well. The GWC tool stemmed from thousands of hours of 
working with leaders. People who didn’t fully perform were 
absent one of these 3 factors. 80% of the time a change in the 
leadership team comes from using this process.   
 Delegate and elevate. If you’re working at 120%, 
you’re holding the organization back and probably starting to 
burn out. If someone walks into your office with a monkey on 
his back, he/she needs to walk out with it. If he/she can’t or 
won’t, you’ve hired the wrong person. Great leaders attribute 
their success to surrounding themselves with good people.  
 Anything that is measured and watched improves. A 
Scorecard or dashboard shows a handful of numbers that show 
at a glance how your business is doing. A Profit and loss state-
ment is a trailing indicator. With a Scorecard, however, you 
can change the future. The numbers on the Scorecard should 
be weekly activity-based numbers, including new reve-
nue/sales, new leads generated, and client satisfaction. Red-
flag numbers that don’t hit goals. Your leadership team will 
focus on solving current problems and predicting future ones.  
What gets measured gets done. Numbers cut through subjec-
tive communication between manager and direct reports, cre-
ate accountability and competition, produce results, and create 
teamwork. Success is proportional to problem solution. What 
drains your energy is unresolved issues. More is lost by inde-
cision than by wrong decisions.  
 A vital first step is creating a workplace where people 
feel comfortable calling out the issues that stand in the way of 
your vision. Communication happens naturally when you 
make the work environment safe. Trust starts with you. There 
should be 3 types of Issues Lists in your organization—those 
in your 1) Vision Traction Organizer (V/TO) 2) Weekly lead-
ership team 3) Departmental. One client said after finding it 
hard to get people to raise issues, “For his next meeting he 
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made it mandatory for everyone to bring 2 issues. It was the 
best meeting his team ever had.” 
 Most teams suffer from common challenges when 
solving issues, including fear of conflict, lack of focus, lack of 
discipline, lack of commitment and personal egos. Quickly de-
cide on the top 3 issues. The Issues Solving Track consists of 
3 steps: Identify, Discuss, Solve (IDS).  
 Clearly identify the real issue, because the stated 
problem is rarely the real one. Most causes of real issues are 
people. There are 3 types of issues. One is a true problem that 
must be solved. The 2nd is information that must be communi-
cated and agreed to by the team. The 3rd is an idea or oppor-
tunity that needs feedback, brainstorming, insight, and/or a 
green light from the team.  
 Discuss. Everyone should say what they believe only 
once, because more than that is politicking. Take a shot at 
voicing a solution. This forces others to react, which prompts 
a fuller discussion. Be alert for tangents. The primary reason 
leadership teams spend the majority of their time talking is 
tangents. Get in the habit of saying “Tangent Alert!” If the 
tangent is a real issue, but not relevant to the current one, put it 
on the Issues List and get to it in order of priority. When dis-
cussion starts to become redundant, it’s time to move to step 3.  
  The solve step is a conclusion or solution that usu-
ally becomes an action item. You’ll never solve issues well 
until your vision is clear. 3 types of resolutions will emerge: 1) 
The issue is resolved and requires action. 2) The issue is 
merely awareness, and the conclusion is that everyone concurs 
with that awareness. 3) The issue needs more research or facts. 
In this case someone is assigned an action item to research and 
bring it to a subsequent meeting.  
 Don’t rule by consensus. As long as everyone has 
been heard and the team is healthy, they can usually live with 
the decision and support it. Be decisive. You can’t solve an is-
sue involving multiple people without all the parties present. 
Focus on your vision. Take issues one at a time, in order of 
priority. Live with an issue, end it, or change it.  
 If a team is not opening up, it may be because 2 indi-
viduals don’t get along. When this occurs, you must resolve 
the tension. You need a functional, cohesive team to be a 
healthy, growing company. A “personal issues solving ses-
sion” usually provides the remedy. Have a 3rd party facilitate 
the session. 1) have each person prepare and share with the 
other what he/she believe the other’s 3 greatest strengths and 3 
greatest weaknesses are. 2) List all the issues and solve them. 
3) List the action items from the solutions. 4) Meet 30 days 
later to ensure that the action items have been accomplished. 
 Your processes can only be fine-tuned after they are 
consistent. To the degree you clarify your systems and hone 
them, you will run your business as opposed to having it run 

you. The culmination of identifying, documenting, and having 
everyone follow the core processes of your business is your 
Way. A clear Way increases the value of your business. In 
many organizations people do their jobs however they want, 
resulting in great inefficiencies and inconsistencies embedded 
in the system. To systemize your organization through your 
core processes you must take 2 major steps: document them; 
ensure that they are followed by all.  
 First identify your core processes. Then breakdown 
what happens in each and document it. Finally, compile the in-
formation into a single package for everyone in your com-
pany. Entrepreneurs tend to claim they already know what the 
processes are, but your leadership team needs to identify and 
agree on what to call your core processes for HR, marketing, 
sales, operations processes, accounting, and customer-rela-
tions. This clarifies thought and captures it in black and white. 
Document the 20% of your processes that produce 80% of the 
results. Capture the basic steps in each process--the real prob-
lem is that people skip steps, and not always on purpose. 
These basic guideposts will help your people become con-
sistent and efficient.  
 Eliminate steps, condense steps, and put checklists in 
place for proposals, events, project management, and account 
management. One advantage of simplifying each process is to 
discover where technology can be applied. Another is that 
your business must become self-sustaining--able to run with-
out you. Your Way is now ready to use for reference and train-
ing for everyone in the company. When everyone follows their 
process, it’s much easier for managers to manage, trouble-
shoot, identify and solve issues, and grow the business. Clear 
processes enable you to let go, yet gain more control. Your 
business becomes scalable and valuable. People that purchase 
a business look for a turnkey system.   
 The world is filled with many great visions. Most go 
unrealized due to an inability to gain traction. The EOS 
bridges vision and execution. Everyone must set specific, 
measurable priorities. Then you meet as an organization in the 
2 essentials are called: Rocks and Meeting Pulse. Rocks are 
the 3-7 most important priorities for the company, the ones 
that must be done in the next 90 days. Create a 90-Day World 
by breaking your vision into bite-size chunks called Rocks. 
Your company will have Rocks, each member of your leader-
ship team will have Rocks, and each employee will have 
Rocks. By listing priority, you can focus on what is most im-
portant. You move the company forward one 90-day period at 
a time. The Rocks are your main priorities, the gravel repre-
sents your day-to-day responsibilities, and sand represents in-
terruptions, and the water is everything else. A few priorities 
are better than many. Do less, accomplish more. By coming up 
with Rocks every quarter, you create a 90-Day World.  
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 Establish your Rocks. After reviewing your V/TO, 
list everything on a whiteboard that must be accomplished in 
the next 90 days. Keep, kill, or combine each until you’re 
down to 3-7. Set the date the Rocks are due. A Rock is spe-
cific, measurable, and attainable. Assign each Rock to only 
one person. Once the company Rocks are set, the leadership 
team each sets their own Rocks. They first carry forward any 
company Rocks that they own to their individual list of Rocks 
and them come up with their most important 3-7. Any Rock 
candidates left over on the original list that did not get picked 
up can be carried forward to the next quarter by putting them 
on the V/TO Issues List.  
 The Rock Sheet is a landscaped piece of paper. At the 
top are the organization’s Rocks, and below that are each of 
the leadership teams individuals Rocks. No new priorities can 
be added. New ideas and thoughts that arise during the quarter 
should be put on the V/TO Issues List for the next quarter.  
 Every quarter you should meet with the entire organi-
zation for your state-of-the-company meeting for no more than 
45 minutes to share success, progress, and the V/TO and to 
unveil the company Rocks for the quarter. Have each depart-
ment set the Rocks as a team. In the end, each employee will 
have his/her own Rocks. While the company and leadership 
team members should have 3-7 Rocks, everyone else in the 
company should have only 1-3.  
 It takes 2 quarters to master Rocks. Ensure that when 
rolling out Rocks, you’re fully committed to them every quar-
ter. Well-run meetings are the moment of truth for accounta-
bility. For those of us who lead and manage organizations, 
meetings are pretty much what we do. The Meeting Pulse is 
your organization’s heartbeat. It consists of quarterly and 
weekly meetings.  
 As part of your vision, you created a 3-year picture. 
After that came a 1-year plan and now a 90-Day World. 90 
days is about as long as a human being can stay focused. The 
 Quarterly Meeting Agenda.  
• Segue 
• Review previous quarter 
• Review the V/TO 
• Establish next quarter’s Rocks  
• Tackle key issues  
• Next steps 
• Conclude 

 Segue. Transition from in the business to starting to 
work on the business.  
 Review. Don’t get caught up in believing you can 
complete 100% of your Rocks every quarter. Shoot for 80% 
and learn from the process.  
 V/TO. The sole intent of reviewing the V/TO every 
quarter is to refresh your memory on the vision and to ensure 

that everyone is still on the same page. A good V/TO review 
takes between 30 minutes and 2 hours.  
 Rocks. Follow the Rock-setting process covered ear-
lier. 
 Key Issues. Tackle all of your key issues for the quar-
ter. What makes for a great meeting is solving issues. Start by 
ensuring that all of the issues are on the list. Remove all issues 
that were resolved by the creating of new Rocks. Tackle the 
remaining issues following the Issues Solving Track (IDS) af-
ter establishing the top 3 issues.   
 Next Steps. Who is doing what and are there any 
messages to communicate?  
 Conclude. 1) feedback on the meeting 2) whether ex-
pectations were met 3) rate the meeting from 1-10.  
 At the end of every year, you will piggyback an extra 
day on the front end of your quarterly meeting for your annual 
planning. Annual Planning is an opportunity to build team 
health, reset the vision, and create a clear plan for the next 
year.  
 EOS Annual Meeting Pulse 
Who: The leadership team 
Where: Off-site 
Duration: 2 days 
Frequency: Every year 
Prework: Bring completed Vision/Traction Organizer, pro-
posed budget for the next year, and thoughts on goals for next 
year.  
Day One Agenda 
• Segue 
• Review previous year 
• Team health building 
• SWOT/Issues List 
• V/TO (through 1-year plan) 

 Segue. Each member of the leadership team shares: 
1) organization’s 3 greatest accomplishments for the year 2) 
personal greatest accomplishment for the year 3) personal ex-
pectations for the 2-day annual planning session.  
 Review. You should achieve 80% or better of your 
goals to truly be great. You don’t have to remember intentions 
if you have specific and measurable goals.  
 Team Health building. Each member of the team re-
ceives feedback from the others on his/her single greatest 
strength or most admirable ability and his/her biggest weak-
ness/hindrance to the success of the company. The exercise is 
done in the open, with the entire leadership team present. I be-
lieve the peer-evaluation methods conducted anonymously ac-
tually do more harm than good. After the feedback, each then 
must choose one thing he/she will commit to doing differently 
in the coming year based on the feedback.  
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 SWOT/Issues. Provide an opportunity for everyone 
to share what they believe the organizations strengths, weak-
nesses, opportunities, and threats are (SWOT). The most pro-
ductive outcome of the SWOT analysis is the Issues List.  
 V/TO (Through 1-year Plan). At this point you chal-
lenge the company vision. Take a hard look at your core val-
ues, challenge the core focus, and confirm that the marketing 
strategy is still unique and valuable to the customer. Discuss 
and debate until everyone is in sync. Throw out the old 3-year 
picture and create a new one. Things have changed in the last 
year. You’re smarter, better, faster planners than you were a 
year ago.  
 With the prospect of a full day scheduled for the 
leadership team to meet, people prepare better for it. Pre-
schedule your quarterly meetings. Your meetings should be 
passionate, intense, exhausting, and never boring.  
 THE EOS WEEKLY MEETING PULSE 
Who: The leadership team 
Where: The office conference room 
Duration: 90 minutes 
Frequency: every week 
Rework: Rocks established and Rocks Sheet created; Score-
card complete; Issues Solving Track understood by everyone.  
 
 THE LEVEL 10 WEEKLY MEETING AGENDA 
Segue     5 minutes 
Scorecard     5 minutes 
Rock Review    5 minutes  
Customer/employee headlines  5 minutes 
To-Do list    5 minutes 
IDS     60 minutes 
Conclude    5 minutes 
 Segue. One person runs the meetings and another 
manages the agenda. Everyone has a copy of the agenda on 1 
sheet in front of them. To-dos and IDS Issues List are included 
in the printed agenda. Meeting minutes should be a thing of 
the past. As a team, share good news to segue into the meeting 
to transition from working in the business all week to working 
on the business. Turn off all electronic devices.  
 Scorecard. Any numbers not on track are dropped to 
the IDS portion of the meeting, which is your issues List. 
Avoid any discussion here.  
 Rock Reviews. Review each Rock one at a time—
first the company Rocks and then each person/s individual 
Rocks. Each is either “on track” or “off track.” When a Rock 
is off track, it drops to the IDS portion of the agenda. If some-
one wants an update or has concern, it should be dropped to 
the IDS.  

 Customer/Employee Headlines. The good news is a 
time to pat yourself on the back. Any issues, bad news, or con-
cerns should be dropped to the IDS portion of the agenda. Re-
view all to-dos from last week’s meeting. From this weekly re-
view comes accountability. A Rock is a 90-day priority; a To-
Do is a 7-day action item. If the To-Do is done, strike it from 
the list. It it’s not done, leave it on the list.  
 IDS. This is where the magic happens. It’s time to 
tackle your Issues List. Great meetings are created by solving 
problems. This part should always take up most of your meet-
ing. Decide which issues are number 1, 2, and 3.   
 Conclude. Recap your To-Do List. Discuss whether 
any messages need to be communicated to the organization 
based on the decisions you made today. Have everyone rate 
the meeting at the end on a scale of 1 to 10. 
 Once you master the Weekly Meeting Pulse as a 
leadership team, roll it out to each department. Departmental 
weekly meetings are typically 30-60 minutes. Ensure that at 
least 50% of the meeting time is spent solving issues.  
 Mastery means that you and your leadership team un-
derstand each tool and have implemented them properly. The 
EOS assembles these disciplines into a complete system for 
running an entrepreneurial organization. Successful entrepre-
neurs have a habit of strengthening these 6 components of 
their business. If you can reach even 80%, you will have a 
great company.  
 Once your leadership team has mastered the tools in 
the EOS Process, it’s time to roll out the tools to the rest of the 
organization. This is best done one tier at a time. It takes 
longer to turn a large ship than a small one. The entire system 
is built around how people really operate. The 90-Day World 
stems from the reality that humans can only focus that long. 
The To-Do List in the weekly meeting ensures accountability. 
The V/TO gets your vision out of your had and into the hands 
of others. Data forces you to give people numbers so you can 
measure achievement. Core values go to the heart of human 
nature. The Meeting Pulse forces people to keep the circles 
connected. The Issues Solving Track addresses the natural 
tendency to avoid conflict. A single system directs talent and 
energy in one direction.  
 With EOS implemented, everything has its place. 
Begin by creating your Accountability Chart, ROCKS, weekly 
Level 10 Meeting, Scorecard, and V/TO. They are the EOS 
foundational tools. Introduce them one tier at a time until each 
person in that tier understands and embraces them.  
 
[By reading and applying this book you can eliminate all of 
your business-related frustrations, have great employees at all 
levels who share your vision, communicate with each other, 
solve their own problems, and demonstrate accountability. The 



6 

 

EOS identifies 6 Key Components of any organization. What 
drains your energy is unresolved issues. Create a 90-Day 
World; 90 days is about as long as a human being can stay fo-
cused. IDS. This is where the magic happens] 
 


