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    PRAISE FOR ROCKET FUEL    


“Rocket Fuel is a powerful model for freeing up entrepreneurial Visionaries to do what they do best. It fills a void that undermines most entrepreneurial companies. Gino and Mark provide a practical game plan for building an organization that perfectly combines vision and integration.”


—Dan Sullivan
President and Founder, Strategic Coach®


“Contrary to popular belief, it takes not one but two entrepreneurs to build a great company, and they have dramatically different roles. In this brilliant book, Gino Wickman and Mark C. Winters explain the vital importance of having both a Visionary and an Integrator—and show how that relationship can provide the ‘rocket fuel’ your company needs to achieve its full potential.”


—Bo Burlingham
Editor-at-Large, Inc. magazine, and author of Small Giants and Finish Big: How Great Entrepreneurs Exit Their Companies on Top
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To the entrepreneur:


The 3% that creates 66% of the jobs. This book should help you create a few more.


—Gino Wickman


To Dad, R.L. Winters, MD:


The hands of a healer, a heart for the Lord, and the adventurous spirit of an entrepreneur . . . You’ve taught me so much. I marvel at the number of lives you’ve impacted—none more than mine.


And also to my beautiful wife, Beth, and my sons, Austin, Blake, and Carson:


Everything is better when I’m with you. You are my world. I love you beyond words.


—Mark C. Winters




VISIONARY—vi·sion·ary, noun \ˈvi-zhə-,ner-ē\,
First Known Use: 1702


: one who has clear ideas about what should happen or be done in the future


: one who has a powerful imagination


: one who sees visions


: one who has unusual foresight


Dreamer, Seer, Creator


INTEGRATOR—in·te·gra·tor, noun \in-tə,-grā-tər\,
First Known Use: 1876


: one who integrates


: one who harmoniously unites the major functions of a business


: one who keeps the trains running on time


: one who creates focus, accountability, and alignment


Right Hand, Number Two, Steady Force




    FOREWORD    


At the top of every company is a leader who focuses outside—the Visionary—and one who manages inside—the Integrator. Their different perspectives create inherent tension. The way they think and solve problems are often diametrically opposed.


The Visionary possesses a pioneering spirit that seizes market opportunities, dreams big, and inspires people behind a common vision. Visionaries notice problems in the world and find ways to solve them. They are a continuous source of new ideas.


The Integrator is a realist. Integrators ensure commitments are kept, deadlines are met, and resources are managed. Integrators align resources to make the Visionary’s dream a reality.


Both are vital to building a great company.


Yet their significant differences can cause stress. Leaders may become weary battling each other. Some try to avoid each other altogether. Often employees are stuck in the chasm between them. Such a culture is miserable—both for leaders and their employees.


In Rocket Fuel, Gino Wickman and Mark C. Winters provide a framework to use your divergent strengths as leaders to build a flourishing company together. I have given thousands of copies of Rocket Fuel to company leaders. I have watched companies come alive from Gino and Mark’s insights.


When leaders are aligned, great things happen. Leverage your differences. Ignite your leadership with Rocket Fuel.


—Aaron Hall


CEO & Business Attorney, Thompson Hall,


Minneapolis, Minnesota
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This book is a how-to manual for understanding and managing the relationship between a “Visionary” and an “Integrator.” It will help you crystallize the meanings of these two roles and take your company to the next level. You will learn to utilize this partnership the right way to free yourself up, maximize your potential, and achieve everything you want from your business.


AS A VISIONARY


This is the right book for you if:


• You are an owner, founder, co-founder, or partner in a small business and you are feeling stuck, frustrated, overwhelmed, or out of control.


• You want a great second-in-command to free you up to go to the next level.


• You are not sure about looking for a president, general manager, or COO.


• You want to maximize the existing relationship with your Integrator.


AS AN INTEGRATOR


This is the right book for you if:


• You have all of the characteristics of a strong second-in-command and want to put those skills to use.


• You are sitting in the #2 seat in an organization and want to help take it to the next level.


• You are a partner to a “Visionary” type, and the relationship is strained, frustrated, or just not working right.


The message in this book is based on a discovery Gino made over 20 years ago. He applied it to a family business that he co-owned and ran for more than eight years before successfully selling the company. He has personally researched, taught, and validated this concept, working hands-on with over 125 companies and applying it directly through more than 1,500 full-day sessions with owners and leadership teams. It has been further validated by a team of dedicated EOS Implementers working with thousands of companies and by business owners in more than 10,000 companies who have read and applied the concepts outlined in two other books he has written.


It is important to note that the companies we typically work with generate revenues of $2–$50 million and range in size from 10 to 250 people. While this discovery also works with companies both larger and smaller than that range, this is our target market where these principles have been mainly validated.


What is the discovery Gino made? There are two distinct types of leaders in all small businesses: the “Visionary” and the “Integrator.” One sees the future, and the other makes it happen. These two roles could not be more different from each other. That is why it is magic when they work well together. Famous examples include the combination of Walt and Roy Disney at Disney, Henry Ford and James Couzens at Ford, and Ray Kroc and Fred Turner at McDonald’s. While you may think of these as large companies, they were small once. We point them out since they illustrate how vital the V/I (Visionary/Integrator) combination was in their early growth.


This book is also filled with other examples of the hundreds of thousands of unheralded small companies. While the scale is different, the two roles are still vital in building a great company. You’ll learn about real world V/I examples like Joel Pearlman and Rob Dube of imageOne ($15 million in revenue), Randy Pruitt and David Bitel of Detroit Radiator ($20 million), and John Pollock and Paul Boyd of Financial Gravity ($2 million).


This discovery came about as a result of three overlapping events. They occurred in rapid succession after Gino took over running his family’s business. It was in dire need of a turnaround, and he had to act fast.


The first presented itself while he was meeting with his amazing business mentor, Sam Cupp. Sam told Gino about the type of person he called a Visionary.


The second became apparent after working closely with his dad in those first six months. Gino realized his dad was the textbook definition of a Visionary and exhibited every trait you will learn about in this book.


The third he learned from Michael E. Gerber, author of the classic book The E-Myth Revisited: Why Most Small Businesses Don’t Work and What to Do About It. Gerber used the term “integrator” in a recorded workshop to define what the person at the helm of an organization does with all of its major functions.


Combining these three created a context that made sense of the troubles Gino was facing. He realized that he was an Integrator, his dad was a Visionary, and bringing together their distinct God-given abilities could be magic—if utilized correctly. However, at the time, things were chaotic. Their intentions were good, but they were working at cross-purposes as they tried to save the company.


With this clarity, Gino immediately called a meeting of the three partners where he explained the new principles. By the end of the meeting, they achieved clarity on their roles going forward. They identified his dad as the Visionary and Gino as the Integrator (their third partner assumed the role of Sales Manager). They crystallized their roles and responsibilities and went into execution mode. It worked! They quickly turned the company around. After seven years of running it in their Visionary and Integrator roles, they returned it to growth, profitability, and sustainability. And then they successfully sold it.


Since that experience, Gino has devoted all of his working time to helping people get what they want from their businesses. The V/I dynamic is a big part of what he teaches. And to quote Danielle Kennedy, a Hall of Fame speaker with the National Speakers Association, “We teach what we needed the most.” This passion has continued to grow. At EOS Worldwide, we now have a team of world-class EOS Implementers working with thousands of leaders and organizations to help them achieve the results they want from their businesses.


That brings in Gino’s co-author. Mark C. Winters is one of our best EOS Implementers, with 20+ incredible years of his own entrepreneurial ventures and collaborations with other business owners. Gino feels blessed to have Mark join forces with him on this important work.


“Rocket Fuel,” the title of this book, actually came from one of Mark’s clients. In a client session that he led while we were still working on the manuscript, the client casually asked Mark, “So, what’s the title going to be for your book?” Mark shared the working title, and his Visionary client responded without hesitation, “That’s not the title . . . the title is ROCKET FUEL!”


Mark patiently said, “Okay, tell me more.” The client went on to explain that while bringing on his own Integrator, they were leveraging a program to review individual profiles and interaction combinations for every role in their organization. When their expert reviewed the profile patterns for this Visionary and his new Integrator, he paused to absorb the pattern. After a brief moment, he blurted, “WOW! You guys are perfect together—you’re like ROCKET FUEL!” He was right—giving birth to the title of this book. Mark has seen firsthand how their joining forces has played a big part in taking their company to the next level.


Before we begin, it is important to understand that this discovery has at its core a philosophical belief. All human beings have a God-given set of capabilities—what Dan Sullivan would call “Unique Ability®*.” Or in other words, a true skill-set or genetic makeup. The premise is that all people have one. A Visionary is meant to be a Visionary, and an Integrator is meant to be an Integrator. You are either one or the other, rarely both. One University of California professor asserts the need for both an entrepreneur and a manager at the top of a company. An entrepreneur’s lust needs to be counterbalanced with a manager’s prudence and discipline. He is making the same point that we do with the V/I relationship, simply using different terminology. When it’s structured correctly, the dynamic that exists between these two distinct leadership gifts can be magical.


We will cover everything including what the relationship should look like, how to find each other, how to work together most effectively, and how to maximize and constantly improve the relationship.


The road ahead will not only help you crystallize how to find, form, and manage the relationship between a Visionary and Integrator, it will help you solve the tension and frustration that inevitably accompany this dynamic relationship of two people who are wired so differently from each other.


We invite you on this journey to discover which one you are—and free yourself to embrace it. That is our ultimate message. Figure out which one you are, assume that role, and excel!


We take great pride in sharing this message with you. We have the privilege of spending every day teaching business leaders. We witness the beneficial results achieved by defining and clarifying these two vital roles. With them, companies gain faster growth, more peace of mind, more freedom, higher profitability, more fun, and considerably increased cohesiveness. We have the great fortune to help liberate Visionaries from the shackles of the day-to-day details. We unleash their creativity to grow their organizations and capitalize on industry trends. Integrators find validation of their unique talent, grabbing the reins of a company day-to-day and creating organizational clarity, accountability, focus, and harmony.


What we are about to share is a science. It’s real. It’s powerful. When harnessed, it is very effective. It may be your way to finally break through the ceiling that’s been hanging over you for so long.









 


* The Strategic Coach and Unique Ability® are trademarks and integral concepts owned by The Strategic Coach, Inc. Unique Ability® and its derivative works are copyrights owned by The Strategic Coach, Inc. All rights reserved. Used with written permission. www.strategiccoach.com.
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Are you a Visionary? Has anyone ever called you that? Maybe they see something in you that you don’t fully recognize about yourself—at least not yet. Or perhaps it’s something you’ve always known.


If you are a Visionary, you are one of only 3% of the population that create two-thirds of the new jobs in our economy. (This figure comes from John F. Dini, in his book Hunting in a Farmers World: Celebrating the Mind of an Entrepreneur.)


The concept of the Visionary within an organization is one of the great breakthroughs experienced by our clients. We’ve even had them go on to teach this concept to MBA students at universities on our behalf. Understanding and implementing this concept is both eye-opening and empowering. Frankly, it has also kept some partners from killing each other. Let’s explore what life looks like for a Visionary.


HERE’S WHAT VISIONARIES BRING TO AN ORGANIZATION


To start, you should realize that the following characteristics are typical attributes. No Visionary has 100% of them. A good rule of thumb is that if you match up on 80% of the traits outlined in this section, you are a Visionary.


As a Visionary you are extremely passionate about your product, service, company, and customers. When you look up “passion” in the dictionary, your picture is there. You are very entrepreneurial, a creator, and likely a founder of your firm. Most often we see external titles like Owner, Founder, CEO, Chairman, or President on your business card. Yet we strongly believe that internally referring to roles more by what people do (e.g., Visionary or Integrator) creates clarity and does a much better job than traditional corporate titles of capturing the true contribution of each person within an organization.


The Idea Generator. As a Visionary, you have lots of ideas. You typically have ten new ideas a week. Many of them may not be so good, or at least not a fit with the company’s primary focus. Some may even be dangerous. However, a few are absolutely brilliant. And those few great ideas keep the organization growing. Those great ideas can take companies to the moon. For this reason, you are invaluable.


Rob Dube, the Integrator and co-owner of imageOne, a $15 million company providing managed print services and workflow solutions, reflects on his partner and Visionary Joel Pearlman’s history. Joel’s “big idea” of joining a purchasing group led to considerably better margins and product knowledge. He then advocated selling the company and later buying it back. His vision to define the company’s 10-year target of $60 million in revenue and $6 million in profit inspired the entire company. (Incidentally, they are on track to hit that target.) In addition, he found and closed a huge customer that represents 10% of total company revenue. Rob says, “I certainly have had to filter a lot of Joel’s ideas, but none of these things would have happened if Joel were not here.”


As a Visionary, you are very creative. You’re great at devising solutions to big problems, not the little practical ones. You are a learner. You enjoy discovering new ideas, learning about them, and figuring out how they can work for the company. When you hit a roadblock, you study to find the answers. You teach visually, drawing diagrams on whiteboards, flip charts, yellow legal pads, napkins, or whatever happens to be within reach. A key value you bring as a Visionary is this ability to discover and figure out new ways to make things work.


“Innovators [Visionaries] find, in their lives and work, something disharmonious that common sense overlooks or denies.” This quote comes from the book The Innovator’s Way, where authors Denning and Dunham reference the book Disclosing New Worlds to describe this first step Visionaries take in the process of innovation.


The Big Picture. You are fantastic with important clients, vendors, suppliers, and financial relationships—the big external relationships. And you excel at closing big deals. You are really best at the high-level stuff: big ideas and solving big problems. The smaller and more detailed things become, the less they interest you. Sound familiar?


Seeing the Future. As a Visionary, you are great with Research and Development (more “R” than “D”) for new products and services. You always have a pulse on the market/industry—and even the future needs of clients. You think strategically, always seeing the whole picture and connecting the dots. You see things that others can’t. This positions you perfectly to create and champion the company vision. You help the rest of the team understand what’s going to be necessary to stay ahead. You are great at turning your best ideas about the future into a vision—as long as you don’t have to implement any of those plans. Your vision is so strong, you are convinced the company can get there. Although you don’t yet know exactly how, that does not lessen your conviction.


Todd Sachse, the Visionary of Sachse Construction, a $120 million general contractor, made a bold move in 2009 as the great recession descended. He decided to buck the trend of the industry and not downsize in the shrinking market. He believed that the recession would not last forever, so he viewed this as an opportunity to achieve two objectives. He wanted to hire new talent that wouldn’t otherwise be available. Plus, he wanted to maintain the vast majority of his staff for when the recession ended. This positioned the company to capitalize on opportunities that other companies couldn’t pursue because of their extreme downsizing. As a result, Sachse Construction grew 200% during and coming out of the great recession. During that same time, many other general contractors went out of business or shrank to less than half their previous size.


Because of all these amazing gifts, Visionaries are the creators of almost everything. Very little exists on our planet without the Visionaries of the world. As mentioned at the beginning of this chapter, you are the 3% of the population that creates two-thirds of the new jobs.


A Hunter Mentality. In John F. Dini’s book, he calls you “Hunters,” meaning that you are wired differently than most. You are always in “hunting” mode. Your type of hunting is for ideas, deals, opportunities, and solutions to big problems. Dini describes you as having “the ability to navigate in the fog,” explaining you know “how to keep moving in the right direction when you don’t have a compass and there aren’t any signposts.” He says, “Entrepreneurs [Visionaries] hunt. They don’t manage. They explore rather than analyze. They build companies with vision, creativity, and tenacity; not with policies and procedures.”


If most or all of what you just read describes you, you are a Visionary. Know thyself and be free!


THE VISIONARY ROLE: HERE’S WHAT YOU DO


The role of the Visionary in an organization is ultimately tailored to their specific Unique Ability®. The most common roles we see the Visionary playing are as follows:


• Entrepreneurial “spark plug”


• Inspirer


• Passion provider


• Developer of new/big ideas/breakthroughs


• Big problem solver


• Engager and maintainer of big external relationships


• Closer of big deals


• Learner, researcher, and discoverer


• Company vision creator and champion


THE VISIONARY DNA: HERE’S WHAT YOU ARE


Our experience also shows a very consistent pattern of traits that are common to a true Visionary. They typically:


• Are the founding entrepreneur.


• Have lots of ideas/idea creation/growth ideas.


• Are strategic thinkers.


• Always see the big picture.


• Have a pulse on the industry and target market.


• Research and develop new products and services.


• Manage big external relationships (e.g., customer, vendor, industry).


• Get involved with customers and employees when vision is needed.


• Inspire people.


• Are creative problem solvers (big problems).


• Create the company vision and protect it.


• Sell and close big deals.


• Connect the dots.


• On occasion do the work, provide the service, make the product.


THE VISIONARY CHALLENGES: HERE’S WHAT YOU AREN’T


Assuming that you now understand these wonderful traits, you might be thinking that Visionaries (perhaps you) are practically superhuman. Right?


Well, like most things in nature—with special gifts come special challenges. So, let’s see what special challenges a uniquely gifted Visionary faces. Once again, a good rule of thumb is that if you possess 80% or more of the characteristics discussed in this chapter, you are a Visionary. Actually, you may be quite capable of doing many of the things that follow—you just don’t enjoy them enough to keep up with them over time.


Staying Focused. For one, you get bored easily. As a result, you start creating a little chaos, just to spice things up a bit. That pattern shows up even more whenever you step into the Integrator role. Everybody gets excited about your new idea or direction. The organization has this wonderful 90-day spike in performance. Then, unfortunately, everything tends to come crashing down in a heap. And that’s because the Visionary in you got bored with the day-to-day redundancy of running the business, literally self-sabotaging your own vision.


One Visionary confessed, “I get bored pretty easily, and my work energy ebbs at times.” Another said, “My biggest challenge is boredom. When I find extra capacity and time I tend to meddle, filling this time by getting involved in other people’s accountabilities.” Yet another said, “I struggle with maintaining focus and following through.” You start many different projects at once, while only a few get completed.


Too Many Ideas. Your people love your Visionary learning capability. As a lifetime learner you always need to be figuring stuff out—which you do by doing, in a very hands-on interactive way. This practice, however, can be rather disruptive. You love “breaking the mold” and pursuing the shiny stuff that really doesn’t fit with the company’s Core Focus. You have little empathy for the negative impact this has on capacity, resources, people, and profitability. As a result, your new idea can actually sabotage your best idea. This may be your Achilles’ heel as a Visionary.
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