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Praise for Attract or Repel


“Walt has written a great book on how to measure organizational Trust, Courage and Employee Engagement. If measurable organizational health is important to you, this is the book to read.”


—Gino Wickman, author of Traction and The EOS Life


“I want to highlight Gino Wickman’s endorsement of this book. Gino is the master of simplifying that which is complex, getting to the root of the issue. His endorsement is a nod to Walt creating something that is simple, measurable, and actionable.


“Businesses are naturally complex and, as you grow and add people, it becomes exponentially more complicated as each individual brings their own flavor to your culture. In Attract or Repel, Walt has simplified that complexity by providing a simple recipe to mix and harmonize all the flavors. It is the Seven Critical Needs and BITE Framework that any entrepreneurial leader can use to make their organization more efficient, effective, and enjoyable!”


—Joe Paulsen, Expert EOS Implementer


“A fantastic read with philosophical commonsense advice and practical approaches and tools to inject a high level of employee engagement, trust, buy-in, and courage—a true competitive advantage in your company.


“When everyone knows how and why we are measuring something, we can work on it, improve it together. Now we have a way to measure organizational trust, courage, and engagement, and we can work on it.”


—Alex Freytag, coauthor of Profit Works and Expert EOS Implementer


“I was 28 when Walt helped transform my career, and ultimately my life as we worked together to discover the Seven Questions. His approach through the Seven Promises, his mastery of how they tie to the EOS BOS model and knowledge of how humans work, along with his coaching, is unmatched. Walt believed in me and gave me the tools to believe even when I may not have believed in myself. I discovered fearlessness and bravery, Courage on this journey with Walt, and I am truly grateful for his friendship. The approach works and is scalable.”


—Client, Kerrie Lang, millennial integrator of Thornton Brothers Inc.


“I loved Attract or Repel. It is succinct, laden with insight, and readily applicable. Every entrepreneur should take the Seven Critical Needs Survey and work toward improving their BITE. It will be transformative for you and your company.”


—Jonathan B. Smith, author of Optimize for Growth and Expert EOS Implementer


“Walt has an incredible ability to connect with his clients in a very simple and authentic manner to get things done. I had run a company for over 10 years before first working with Walt. I wish we had met earlier. In Attract or Repel, he has done it again and has put into words and action the ‘lessons learned.’ Every organization should be making sure that their people have clear answers to the ‘Seven’—a book that will produce value when read over and over again. Thanks, Walt.”


—Client, Austin Koon, Davis Moore Capital


“Walt gets right at the root of many organizations’ struggles—people issues. It is critical to attract individuals who embody a company’s core values and to repel those who would hamper the organization’s success. Once you find and hire those superstars, keeping them engaged and productive is just as important as finding them. The Seven Critical Needs provide an excellent framework for tracking employee engagement. Overall, Attract or Repel provides a formula for scaling your business by the right people for exponential growth.”


—Alec Broadfoot, CEO, Vision Spark


“This book is so good! The first thing I thought of is how critical it is for a company that wants to succeed to do this. Becoming a “courageous organization” is critical to success for any company looking to thrive. It changed the way we think and act and is a major catalyst in our company.”


—Client, Mercer F. Stanfield, president and COO, Brame


“It is impossible to quantify how valuable Walt Brown and his teachings have been to McGreat LLC (dba Great Clips franchisee) and its owners. Of course, there are the numbers: Since implementing EOS, McGreat and its affiliates have expanded our holdings from 16 to 47 Great Clips stores, increased revenues by millions of dollars, and even gotten into another franchised concept. Those numbers are easy to recite, but they only tell half the story. The rest of the story is more difficult to quantify because it involves taking the time to understand the value you place on your own emotional health as a business owner. What value would you place on feeling like your business was focused on the right problems, hiring the right people, and growing in the right direction? How much would it be worth to you to feel like your business is operating under a set of timeless and repeatable principles that develop your leaders and allow you the freedom and flexibility to enjoy your life on your terms? Quantify the value of those feelings and then, and only then, will you have your answer as to what Walt, the Seven Promises, and EOS have meant to McGreat.


“If you aren’t running a business operating system that answers the Seven Critical Needs and are just winging it with effort and talent, then I truly feel sorry for you. Not because I think you are stupid, but because I have been there before. Can you imagine an NFL team trying to win games or score a touchdown by drawing plays in the dirt? Yet that is exactly how most people choose to run their business. They just make it up as they go along because that is how it has always been. As an organization grows, it needs a system. To get to positive alignment on the Seven Critical Needs, it needs core values, a plan, and plays it can run on a weekly and daily basis so it can grow. Walt can give your team the complete BITE playbook. He gives you a system and teaches you how to run winning plays. So, drop your stick, quit drawing up your business plan in the dirt, and get busy growing in the right direction. Your team and family will thank you.”


—Client, James Cummings and Pat McLaughlin, co-CEOs of McGreat LLC


“Such a deep discovery, these Seven Critical Needs. And I really am impressed with your use of the word courageous . . . it’s almost the manifestation of self-actualization. Really describes why EOS works.”


—Jill Young, Honey Badger, head implementer coach, Expert EOS Implementer, and author of Earn It!


“Great insights, wisdom, and a lot to learn. It was chewy and made me think. (Note: if you get the Seven Promises, you will get the message. Simple.) Walt is a wise man with great insight.”


—Sue Hawkes, CEO of YESS! and fellow Honey Badger


“Walt presented the Seven Critical Needs to our group on our first retreat and completely transformed the culture with this process. As the founder of the company, I want everyone to have the same passion as I do about my business. And by getting my staff to yes on Walt’s Seven Critical Needs, I am now able to develop my staff and have them see their careers within this business while becoming extremely passionate, engaged, and courageous.”


—Client, Dr. Austin Cohen, founder of Corrective Chiropractic


“Incredibly insightful and a critical read for anyone wanting to, or struggling with, engaging their employees. The best short book on this topic since The Great Game of Business and Ownership Thinking.”


—Tom Bouwer, author of What the Heck Is EOS, international keynote speaker, leadership team coach—Pinnacle


“This is an exciting and much needed contribution from the trenches. Brown has simplified and condensed decades of his pioneering work building courageous organizations to Seven Critical Needs your team members will answer. This dynamic approach can eliminate dysfunction while achieving significant organizational loyalty and improvement. The results speak for themselves. Ya gotta read this book!!”


—Greg Walker, coach to over 300 business owners for more than 30 years


“What I like best about this is that it’s full of what I call ‘Waltisms.’ As integrator at Counter Culture, I rely heavily not only on EOS but on the lessons peppered in the EOS coaching from Walt. I recite them often as Waltisms—nuggets of wisdom or thought-provoking questions that help drive an organization’s implementation of a BOS.


“Attract or Repel complements EOS well because it helps further define the connection a leader and a company have with the most important (in my opinion) key function of EOS: people.


“The concept of EATT is also really important. Much more concise than Five Dysfunctions and logically connects trust to actions: trying, adapting, evolving. It’s a powerful reminder of the value and necessity of trust.


“Lastly, and man this one kinda blew my mind, I really like the idea that a company is essentially a fiction, given power by people believing in it. I love it.”


—Client, Brian Ludviksen, integrator at Counter Culture Coffee


“If you want a business book that gives you the right questions to ask instead of empty answers that may or may not serve your needs, this is the book. This is the business book if you want a tangible tool to address today’s most challenging business issues (and have a few good giggles).”


—Sara B. Stern, author of Start Here: A Guide to Family Business Succession and Married to the Family Business: A Handbook for Spouses of Family Business Owners


“Walt Brown’s Attract or Repel masterfully distills decades of experience into actionable insights for building high-trust, agreements-based cultures. In this book, Walt provides a simple yet powerful framework that ensures leaders attract the right people and repel the wrong ones. For anyone committed to creating a thriving, courageous organization, this is an indispensable guide. I’ve known Walt for over a decade, and we are deeply aligned in our belief that trust and clear agreements are the foundation of great company cultures.”


—Mark Abbott, founder and CEO of Ninety, Inc.
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This book is designed to provide accurate and authoritative information about entrepreneurship. Neither the author nor the publisher is engaged in rendering legal, accounting, or other professional services by publishing this book. If any such assistance is required, the services of qualified professionals should be sought. The author and publisher will not be responsible for any liability, loss, or risk incurred as a result of the use and application of any information contained in this book.


Many of the designations used by manufacturers and sellers to distinguish their products are claimed as trademarks. Where those designations appear in this book and BenBella Books was aware of a trademark claim, the designations have been printed in initial capital letters.


No ChatGPT or AI was employed in the writing of this book.


Attract or Repel copyright © 2025 by 7Q7P LLC


All rights reserved. No part of this book may be used or reproduced in any manner whatsoever without written permission of the publisher, except in the case of brief quotations embodied in critical articles or reviews.
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To my wife, Anne, the ultimate pragmatist, who has kept my thoughts grounded for more than 40 years.


To my father and patient mentor, Walter Jr., who loved to hear me say, “Guess what?” because what came after that was always a zinger.









FOREWORD



IT WAS EIGHT short years ago that I’d been hired as the Integrator and President of EOS Worldwide. What I knew at the time is that EOS, the Entrepreneurial Operating System, is a simple set of concepts and practical tools that helps thousands of entrepreneurs around the world get what they want from their business. What I also knew is that EOS Implementers are the best of the best at teaching, facilitating, and coaching entrepreneurs and their teams, serving as the cornerstone of coaching for small to midsized companies running on EOS.


My first priority in my new seat was to attend and experience a 100-person EOS event filled with EOS Implementers. What I could not fully appreciate at the time is that the EOS Implementer community has within its cultural DNA, dating back to our founders Gino Wickman and Don Tinney, a very special, abundance-minded, help-first approach to helping one another and the world at large. It’s palpable in any room where implementers are present. And it’s immeasurable in that it makes people feel and engage together in the healthiest way, which has transformed 230,000 companies globally. The event felt truly electric, exceeding my expectations, as it was even better than it had been described to me in advance.


With such a massive number of gifted individuals and energy in one room, it’s hard to imagine, yet there was one person within the crowd who stood out to me. This guy with such humor, intelligence, and enthusiasm bounding around the room, connecting with everyone in ways that exhibit a mastery of understanding, and authentically loving, and caring for people. That one person was Walt Brown.


A lot has happened since that time, as Walt and I ultimately forged a unique and deep friendship and respect for one another. It’s born out of our shared belief around building a courageously patient organization with an intentional culture. What I’ve learned from Walt, and what you can expect to learn in the pages of Attract or Repel, is this reality: “the answer is in the tools.”


When you combine a turnkey business operating system, or BOS, with the BITE7 survey and BITE Index report (representing buy-in, inclusion, trust, and engagement), entrepreneurs, owners, leaders, and managers achieve the highest possible commitment for, and with, their entire team. This is how organizations get serious about building healthy, cohesive teams where these Seven Promises prevail: belonging based on core values; belief in the strategic direction; accountability for results that are measured; feeling heard, valued, and appreciated; opportunities to be developed; and last, but definitely not least, an ability to live a balanced life. At EOS, we call this the EOS Life: doing what you love, with people you love, making a huge difference, being compensated appropriately, with time for other passions.


While it takes much courage, patience, grit, and determination to create a place where all these things are true, the rewards and benefits are extraordinary. You will find yourself attracting and retaining the right-fit teammates who deliver on your company promises. You will get optimum clarity for who to hire; and you’re no longer struggling to articulate to potential candidates who you are, what you do, and what your company represents in the world. Members of your team who are not the right fit begin to self-select out of your company because of this clarity you’ve created. You have achieved alignment within your team top to bottom. There is a very high level of foundational trust established among the team who has observed your promises honored in your words, actions, and behaviors. Suddenly a line of people who can’t wait to be part of an organization that cares enough to make these Seven Promises—and keep them—builds.


In the 25 years I’ve had the honor and privilege of serving entrepreneurial companies, there is one truth that remains: If you put people first, the rest of the issues take care of themselves. Over and over again I’ve witnessed it: how genuine, intentional development of, and care for, individuals and teams is the most unifying thing any organization can do. This is where the magic lives.


A key tenet we hold true at EOS is that as goes the Visionary/Integrator relationship (those at the helm of every entrepreneurial company) so goes the leadership team. And as the leadership team goes, so goes the rest of the entire organization. The pattern required for leading and serving well is not for the faint of heart. And yet, the simple, practical tools used in organizational operating systems paired with Walt’s framework for BITE7 Seven Questions Survey, comparative index, and Seven Promises creates a really solid, reliable road map. If only all leaders and managers everywhere could embrace these disciplines and tools to make their dreams a reality, what a world this would be!


My encouragement for you is to trust the process Walt describes within these pages, lean in on the tools outlined, and bring your very best intentions to the table. Commit and have the courage required to do the work. With that, Walt’s words of wisdom provide all you need to measure your organization’s health and systematize how you achieve the healthiest culture that delivers on your organization’s purpose, cause, passion, or mission. And then, and only then, will you have created the opening for the best possible team collaboration and break through to 10X growth.


May you enjoy the people-focused journey ahead of you and navigate successfully to Attract or Repel.


Kelly Knight


President and Integrator, EOS Worldwide


Author, People: Dare to Build an Intentional Culture


(EOS Mastery Collection)








INTRODUCTION



CONSIDER THE PROMISES you made to yourself when you took the risk to lead your organization. You promised yourself you were going to create an amazing place to work, the workplace you always dreamed of. But, somewhere along the line, you started breaking those promises to yourself and have created something that is unremarkable, a mess, or worse yet, a nightmare. It is time to flip that script by making a new set of promises that you will keep.


You may be allowing people who do not buy in to hang around and destroy your company culture and its future. If someone on your team will not agree to the mission, core values, and guiding principles of the organization, then that person may derail efforts to solve challenges, ultimately holding the organization back. They must be repelled. Or perhaps your organization is not as healthy as it could be. You are leaving tons of money and opportunity on the table by not being brave enough or methodical enough to clean up your own house, your own organization.


My goal is to help you permanently install a systematic approach that attracts great people and repels the bad ones. You have no room for and cannot afford detractors.


Even when you have installed a “turnkey” BOS (business operating system), such as EOS or Pinnacle or Scaling Up or 4DX or System & Soul, there is still plenty of efficiency and opportunity to be harvested. Having invested in a BOS is a good start. Now use it to create robust, measurable organizational health.


You can easily measure the effectiveness of your BOS and audit its ability to attain and maintain robust organizational health by focusing on Seven Critical Needs and then scoring how you stack up to the rest of the world via the BITE Index (buy-in, inclusion, trust, engagement).


The BITE Index measures organizational health, and it measures the strength and effectiveness of your BOS to make and keep Seven Promises—the promises that answer each member of your team’s Seven Critical Needs. The Seven Promises are the bedrock of robust organizational health. Your BITE Index is your barometer and road map; it will show you where to put in the effort on your way to attaining and maintaining robust organizational health.


Through my years of leading successful companies and working with focused teams and collaborative clients, I have discovered that these Seven Critical Needs comprise to belong, to believe, to be accountable, to be measured, to be heard, to be developed, and to be balanced.


The work starts with an initial BITE Survey and BITE Index report. Using this feedback, your leadership team and you must buckle down and define what a positive response to each of the Seven Critical Needs looks like from the organization’s standpoint. Then you ask, “Does my BOS have the tools to allow my people to participate in attaining and maintaining a positive response inside each of the Seven Critical Needs?”


Distinguished 17th-century architect Sir Christopher Wren shared a story about buy-in, inclusion, trust, and employee engagement. Yes, there was interest in employee engagement in the year 1678.


Wren, who was highly regarded for designing many of London’s finest churches, was visiting the job site of his St. Paul’s Cathedral project in London.


His visit took him to the stonemason’s pit.


He came upon a mason and asked, “What are you doing?”


The worker answered, “I am cutting these stones to a certain size and shape.”


He asked the same question of a second worker, and the worker answered, “I am cutting stones for a certain wage.”


He came to a third mason and asked the question again. This time the worker got up from his work, straightened himself, and replied, “I am helping Sir Christopher Wren build St. Paul’s Cathedral.”


This story is exactly the kind of buy-in my team and I try to help our clients create. We want their folks—and yours—to stand tall and say, “I am helping John build the best company he can. I am not anonymous or irrelevant.”


How did we get here? In a typical year my team and I each get to spend eight hours a day across 130 days huddled with the senior leadership teams of 25 different companies doing the gutsy work of improving their organizations. Organizations are comprised of people and, through the years, we noticed that complaints by people and about people often included the millennial- and Gen Z-stereotype excuse.


This confused us. Every week we worked with millennials who are part of our senior teams and are not only smart, engaged, and hard-working, but also poised to take over the world. Why the disconnect? The teams and organizations we worked with did not share a bias against millennials or Gen Z workers. What was it that we were doing together that was breaking this stereotype?


We started having discussions with them, trading thoughts and emails, looking for the pattern, probing for what made them different, what was breaking the mold. With our millennials and Gen Z colleagues, we distilled their feedback down to a clear pattern that led to the discovery of the Seven Critical Needs. These critical needs distinguished companies that were happy with their younger staff—and, ultimately, all their employees—from those that were not.


As we refined the Seven Critical Needs and shared them with everyone from programmers, receptionists, and salespeople to CEOs and business owners, we realized that we had discovered not just needs but jewels. In each study, everyone felt that we were getting at all the things that motivated and engaged them at work. It did not seem possible to hit all the areas that would satisfy, inspire, and empower team members with just seven, but as we looked for an eighth, people told us again and again that we had covered all the bases with the seven.


It’s simple. When we presented them in the form of promises, we realized that when leaders could get all team members to align positively in these seven areas, most of the complaints disappeared. The dysfunction faded, and the organization enjoyed the kind of advantages that left competitors dazed.


We continued testing the Seven Critical Needs thesis. As team coaches, we have worked with industrial rigging and construction companies, IT and software companies, for-profit health care businesses, a nonprofit battling homelessness, a boutique real estate brokerage, a local SPCA branch, Oak Ridge and Sandia National Laboratories—the national research labs—a coffee company, a hair salon franchise, and many more. The seven worked for all of them—enormous, tiny, for profit, nonprofit. If your organization has people, the seven apply, and this book is for you.


This is not to say that getting to positive alignment is easy. On the contrary, it’s difficult, takes time, and often causes pain. My goal in this book is to make alignment as smooth as possible.


This is something my team and I are doing with and for our people, not to them. Our great people do not want to be surrounded by a bunch of coworkers who do not buy in. Via the Seven Critical Needs, the BITE Survey, the BITE Index, and your BOS, you empower your people to help you attract and repel on your way to attaining and maintaining robust, measurable organizational health.



Attaining and Maintaining Positive Alignment



The Seven Critical Needs and the promises they led to explained how and why the things we did as team coaches—and that we had done running our own companies—worked. Let me back up here and explain briefly how we came to work as coaches for the clients we call PBOLTs—private business owners with leadership teams (pronounced P-Bolt). I always dreamed of building my own company, and for this I knew I needed to build perspective, knowledge, and experience as fast as I could. In school, I studied business, accounting, and statistics. (Ironically, I am a dyslexic numbers guy.) Straight out of school, I worked for the “big eight” CPA firm, EY (Ernst & Whinney, then, before its merger with Arthur Young & Co.), for four audit seasons—this was my strategy to build the knowledge and perspective I cited above.


In 1986, I went into the mail order catalog business, selling stuff to households that included someone who raced sailboats. Readers of a certain age will remember that at the time, the Lands’ End clothes catalog appeared poised to take over the world. My catalog ideas grew into Layline (a sailing term), which became a dot-com, and expanded into equestrian-related goods—on the premise that where there’s smoke there’s fire, and where there’s a sailboat there’s probably a horse.


Through the catalog, we became good at finding European brands that wanted a foothold in the United States. We would set up the company here and create distribution for them and then basically sell the business back to the brand. After years of doing that successfully, we captured the attention of a family office that inquired about buying the business in 2006.


I was on the board of Sail America, our trade association, at the time, and before I sold my company, I attended a board meeting where George Day, the guy who ran SAIL magazine, held forth about the coach who helped with his strategic thinking and the peer board he relied on for consulting. I loved the idea and was grilling him about it when light bulbs went off around the table. “You’d be great at that, Walt,” was the consensus of the board.


George told me all about TAB, The Alternative Board, and soon after, I bought the franchise for the Raleigh-Durham area. A month after selling Layline Inc., the mother ship and her three sub-brands, I had 48 TAB clients. I had success getting business owners on board with the TAB approach, which involves aligning personal vision with business vision, as well as following a strategic thinking method called “critical success factor.”


Nine months later, pleased TAB clients were saying that they knew where they wanted to go with their lives and businesses. Could I come in to meet with their leadership team to help them pivot and turn the ship to get there? My own companies had been courageous, nimble, and strategic, so I didn’t hesitate to say yes.


I went to six appointments with teams and presented this business-school approach to strategic planning. At first, everyone around the table seemed to be thinking, this will be great. By the time I was halfway through the sessions, though, they were staring at the ceiling, tongues lolling, clearly thinking, Oh no, another strategic planning retreat that’s going nowhere. Their frustration was palpable.


I did not have a concrete, strategic way to help my clients turn the ship, it turned out. I had made those pivots in my businesses numerous times, but I couldn’t coach someone else on how to do it. It was the story of the great athlete who is unable to coach others to do what they do—they can’t explain it. I called my clients and told them I did not yet have a way to help them execute their vision but that I knew one was out there and I was determined to find it.


I dug in and read all the business books making waves then: Good to Great, Built to Last, How the Best Get Better, The Five Dysfunctions of a Team, The E-Myth, In Search of Excellence. My reactions ran the gamut. I learned a lot, but even the authors with valuable ideas were writing what I call 20,000-foot books. They all had views from an altitude of 20,000 feet, which looked beautiful, but no one was explaining how to make their vision happen on the ground.


Miraculously, Don Tinney and the Entrepreneurial Operating System discovered me, and once Don laid out the EOS Model and its tools to me, I thought without hesitation: Here it is. There is no need to look any further. EOS gets to the heart of the mechanics of what I did best in my businesses but couldn’t communicate to my TAB clients. I knew in my gut that EOS provided business leaders with a key first step, an implementable business operating system. I brought the system back to the half dozen clients I’d put on hold and then ran another 27 through an EOS implementation over the next 18 months. The results were so good I sold my TAB practice to my partner, Keith Weaver, and hung my shingle as a focused EOS Implementer. I was the third EOS Implementer, and now, in addition to creating courageously patient organizations with BITE, I continue practicing as an Expert EOS Implementer. Also, I am now the coach of 84 Expert EOS Implementers at EOS Worldwide.


I will explore EOS, AKA Traction, and other business “organizational operating systems” in more detail in part II, but briefly, a good business operating system provides an efficient way for businesses to clarify exactly who is responsible for what and to focus the company’s vision: why it exists, what it does, where it’s going.


A Brief Note About Business Operating Systems


A business operating system allows an organization to codify how it functions. A concrete set of BOS tools helps owners set priorities, review team members, track numbers, develop marketing strategies, and communicate. I’ve used EOS to help transform the cultures and boost the bottom lines of more than 200 companies at press time, and our coaches have helped thousands.


Having the perspective of growing and running four companies of my own, I was smitten by the EOS Model and its results but could never fully explain why it worked so well. Over time, we made yet another discovery: business operating systems work because they are how we keep our Seven Promises, how we maintain positive alignment to the Seven Critical Needs. The tools of a BOS must help an organization maintain positive alignment to the Seven Critical Needs, and the best business operating systems leave no gaps.


It is the opposite of the intangible business-school strategizing that caused my TAB clients’ eyes to glaze over during my first ill-fated attempts to help them execute their vision. Business operating systems are implemented and run at ground level, not 20,000 feet up. They are concrete, not theoretical.


A company must have a BOS—whether it’s developed organically, ad hoc (as mine were, when I ran Layline), or imported, with clearly articulated tools, like EOS, 4DX, Rockefeller Habits, Scaling Up, Pinnacle, Holacracy, and others. Without one, leaders find themselves running from fire to fire, and strategic thinking suffers. Accountability, metrics, purpose—all the keys to running a successful organization—suffer because clarity, structure, and reliable processes are in short supply.


In my view, a business operating system’s purpose is to build buy-in, inclusion, trust, and engagement into the organization so that workers have the courage and patience to do their best work and share their ideas, empowering and equipping them to respond rather than react. Both involve taking action as a result of new developments or information, but reacting is defensive, rushed, uncontrolled, survival oriented, and often emotional. Responding is logical, thoughtful, data based, and goal oriented.


In the early part of the last decade and a half, as I helped transform the culture of businesses through my EOS work, I kept trying to understand exactly why EOS works so well. This question was a constant companion running alongside my quest to understand what millennials and Gen Z colleagues want at work. The answer to both questions was the same, we realized in the end: the Seven Critical Needs. The seven key things that inspire young people—and all workers—are also the hidden principles on which EOS and a few other business operating systems rest.


The tools of a good BOS must help a company maintain positive alignment on the seven. If the system doesn’t address and maintain positive alignment on all seven, the gaps eventually spell trouble for any business relying on it. I realize that the relationship between the two can sound a little circular, but I hope that it appears more and more symbiotic later in the book, as we explore the Seven Critical Needs and Promises in depth, and as I offer practical direction regarding what to look for in a BOS to help you get positive alignment.


What’s Inside


In part I, we begin with some of the theory that underlies organizational life, business operating systems, and our views of BITE, courage, patience, leadership, and dysfunction. It is shorter because it is primarily theoretical, and this is not a primarily theoretical book. But part I is not all theory; it is also intended to be extremely practical and hands-on, with concrete steps you can begin using tomorrow. In part II, we’ll roll up our sleeves to see how and why the seven work, identify the obstacles to avoid, and supply a diagnostic to see how far from positive alignment your organization is on each of the seven. I will help you understand how to get to the first positive alignment and what to look for in a BOS to help you maintain positive alignment.


Lee Walker, the millennial CEO of Walker Auto & Truck, who you will meet throughout this book, says, “When we flip the script and turn the Seven Critical Needs into Seven Promises, we create a powerful tool for communicating our core values, providing direction, and engaging workers.


“We talk about the Seven Promises openly, and it’s part of our EOS presentation,” Walker says, referencing one of the business operating systems we’ll discuss in part II. “I stand up in front of everybody and tell them it’s my job to lead an organization where there’s a high degree of belonging, which is based on shared belief and a common understanding of who we are as a company and what we’re trying to do. We want to create a place where people understand and embrace what they’re accountable for, which comes with a commitment from the company to create great ways to measure what we do. We have ears to listen, so speak up. We’re excited about you leaning in and being able to self-develop and, ultimately, to achieve balance.”


According to another popular legend, during a tour of NASA headquarters in 1961, John F. Kennedy encountered a janitor mopping the floors.


“Why are you working so late?” Kennedy asked.


“Mr. President,” the janitor responded, “I’m helping put a man on the moon.”


Putting a man on the moon requires buy-in from every person in the organization.


The one thing that cannot be instantly copied is engaged employees with BITE. You know who they are. They are your folks who believe in your vision, assume accountability, live in a productive reasoning mode, are not fearful and defensive, who stand up, hold their shoulders back, and say, “I am part of the team, and we are doing this.”


We train owners and leaders in the use of tools that allow them to consistently hire and motivate employees who stand tall and think of their work as more than their job. They are teammates on a team driving to a common vision, a common goal.
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“A great book on how to measure organizational trust, courage,
and employee engagement. If measurable organizational health is
important to you, this is the book to read.”

—GINO WICKMAN, bestselling author of Traction and The EOS Life
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