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Praise for Capacity



“One of the most frustrating components of building a small business is that the owner doesn’t know how to build, grow, scale, and potentially sell the business. It’s excruciating getting incremental growth year after year and having no idea how to show a Quantum Leap. Dustin Hillis has grown a business to $100 million. He understands recruiting, scale, and enterprise value. He understands hyper-scaling at a rapid rate. This book, Capacity, will show you step-by-step how you get out of the miserable zone of small and get to the scaling zone. I highly recommend Capacity. Get ready for hyper-growth with a laser-like focus.”


—Coach Micheal Burt, Author, Flip the Switch, and Founder, The Greatness Factory


“Capacity is a field guide in leadership and business growth, offering a concrete blend of strategic insight and personal wisdom. Dustin Hillis delivers a powerful, actionable road map for entrepreneurs and executives ready to scale their businesses to the next level. This book is a must-read for anyone serious about building something bigger than themselves.”


—Matt Moore, Author, Serial Griller; Television Host; and Serial Entrepreneur


“In Capacity, Dustin Hillis delivers a rare combination of practical strategy, inspiring vision, and battle-tested leadership principles. I’ve had the privilege of working alongside Dustin as he’s led SafeSpace Global through transformational growth, and I’ve seen firsthand how the principles in this book create extraordinary results. If you’re serious about scaling your business beyond your personal limits, this is the blueprint you’ve been waiting for.”


—Scott M. Boruff, CEO and Chairman, SafeSpace Global Corporation


“In Capacity, Dustin Hillis masterfully blends visionary leadership with practical strategies you can apply immediately. His stories are inspiring, his principles are timeless, and his insights will challenge you to dream bigger and lead with greater purpose. If you’re serious about scaling your business and your life, this book is your blueprint.”


—Jamie George, Author, Love Well, Poets and Saints, and The Thrivalist Handbook


“Dustin Hillis doesn’t just teach you how to build a bigger business—he shows you how to develop people into who they were meant to be. Capacity is more than a business book; it’s a call to live with purpose, lead with integrity, and serve in a way that empowers others and multiplies impact. Just like a great song sticks with you, Dustin’s words will keep playing in your head long after you’ve turned the last page.”


—Mike Donehey, Author, Finding God’s Life for My Will; Speaker; and Cofounder, Tenth Avenue North
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I dedicate this book to two groups of people.


Group 1: Thank you to everyone who has ever believed in me. I am eternally grateful to everyone in my life who has shown faith in me, prayed for me, and lifted me up when I was down. Thank you to every team member who has ever joined a team where I was the leader. Your loyalty and belief in me will never be forgotten. Thank you to my family, who has believed in me through many ups and downs. Life has not been easy, but it keeps getting better. Having my family with me through all the storms is priceless. I love you all.


Group 2: Thank you to everyone who has told me, “You cannot do that,” or doubted my capacity in any way. Growing up dyslexic, I was forced to learn how to get things done in a different way. Most people don’t understand the processes I create or follow to achieve substantial goals. Because I don’t necessarily do things the conventional way, they doubt my abilities and question my goals and leadership. This has served as fuel my whole life. Most of the goals I’ve set, few people believed I would achieve—so to all the skeptics out there . . . thank you for the motivational fuel. Keep telling me what I cannot do. :)










The Backstory



You don’t have time to read this book, and that’s exactly why you need to read this book.


This book is a comprehensive guide to developing a strategy to scale your company to its potential. It is the toolkit you need to win back time, save wasted energy, and grow your capacity as an entrepreneur and/or leader.


Your capacity is defined as what you are capable of doing. “Capacity” as a term is most often used negatively—“I just don’t have the capacity to do that.” The goal of this book is to redefine how you think of the word “capacity” to be positive, such as, “I have unlimited capacity for where I choose to put my focus.” I truly believe you are capable of doing much more than you currently can comprehend. The more you expand your belief of what your capacity is, the more you will be able to do. It all starts with you believing your capacity is unlimited.


I developed this sense of capacity over 25 years of experience in which I’ve had the somewhat rare opportunity to start off, after getting hurt playing college football, from the bottom as a straight-commission salesman, to cofounding a business that scaled to over 10 countries, and then to leading dozens of different businesses in a multitude of industries across the world as CEO of a large global conglomerate.


I am practicing all of the principles found in this book and testing my personal capacity daily. Currently, I am a global technology leader as the founder of All Things New Ventures, a sweat equity business that helps grow the value of businesses. I am also the president and chief strategy officer of SafeSpace Global Corporation (stock ticker SSGC), a publicly traded global multimodal AI company that helps save lives. We currently have over 50 team members and offices in Singapore, India, and Nashville and Knoxville, Tennessee. Additionally, I am the chief strategy officer of Tough Stump Technologies, a military and first-responder sUAV (drone) tracking and training technology company that helps save the lives of heroes. I am also the host of the All Things New Ventures Podcast. Plus, I’ve been authoring this book and speaking about and selling it as much as possible. And I’ve been married for 20 years to my beautiful boss babe wife, Kyah, and have a brilliant, entrepreneurial, cool 14-year-old daughter named Haven. I don’t walk in the door at home on the phone. I eat dinner with the family most nights uninterrupted. I rarely miss a school play, sporting event, or anything else that’s important to my daughter or wife. Without the tools found in this book, none of this would be possible.


Starting off at the ground floor as a straight-commission door-to-door salesman, I paid my own expenses and worked 80-plus hours a week during summer breaks in Alaska, Texas, and Missouri—all far away from the University of Tennessee, my college. I finished first out of 2,500 salespeople my first year and, in my fourth summer, broke the 150-plus-year-old sales record, earning over $100,000 in a 14-week summer—not bad for a college student’s summer job in 2004.


Then I had to recruit other people to go do that job, which was arguably one of the hardest recruiting tasks there is: convincing college kids to move a thousand miles away from home and work on straight commission. My first team had eight team members, and leading them was much more difficult than breaking sales records solo. This was my first lesson on the challenge of building a business bigger than myself: It is much easier to personally produce results than to motivate others to excel.


Next, I created a business plan to start my own company, talking to specific people like Dave Ramsey and those at multinational corporate conglomerates (MCCs), looking at the options of bootstrapping it on my own, and weighing the options of taking on a corporate financing partner. Together with my partners, we built that company into a global consulting and coaching business that grew at 68% per year for 10 years in a row, making over $100 million in revenue through providing my services on a global scale with organizations from Fortune 500 companies to start-ups. I personally led the team that curated four different coaching curricula used with over 20,000 one-on-one coaching clients in more than a dozen countries, which has increased client incomes on average by over 40%.


Then I accepted an offer, after 10 years of running and growing the coaching and consulting company, and employing over 150 coaches and 30 operations team members, to become CEO of the multinational corporate conglomerate (MCC) that our consulting business was part of. Upon becoming CEO, the MMC had 30 companies in the portfolio—half of them making money and half of them losing money, and all with a lot of problems that needed to be solved—and thousands of people under my leadership.


Fast-forward four years, and there were 20 successful companies: 5 new companies, and 15 of the old ones. Every one that reported to me was profitable and above budget.


After 20 years of dedicated growth and building this MCC, I moved on and started All Things New Ventures, where I partner with owners and entrepreneurs as an equity partner and help instill business systems to grow and scale. Part of the process is helping leaders evolve from being scrappy entrepreneurs to becoming true CEOs leading executive teams, while scaling their businesses to be worth $100 million and beyond.


After two years of operating All Things New Ventures and helping multiple companies grow their value tenfold and beyond, I was promoted to president of SafeSpace Global Corporation, the global leader in multimodal AI technology that helps save lives. When I started with SafeSpace, it was called Healthcare Integrated Technologies and was focused on the senior living sector. The stock was trading at $0.06, and the market cap was around $7 million. The team was comprised of a handful of part-time people, and there was no real focus on how to grow the core business. Ten months later, we raised over $10 million in our Friends & Family Round, changed our name to SafeSpace Global Corporation, and expanded our patented multimodal AI technology to schools, transportation, prisons, commercial real estate, and healthcare, as well as senior living. It’s been gratifying to practice all of the strategies in this book once again by managing and running this global company. Meanwhile, I was also the chief strategy officer of Tough Stump Technologies, a rapidly growing drone technology tracking and training company for military and first responders, and chief strategy officer of Totally Mushrooms, which has the vision of being the US leader in fully integrated technology for growing and producing the highest-quality mushroom extracts for supplements—all while writing and selling this book.


Now, there are books out there on individual parts of executive strategy; you can find books on business development and sales strategy, as well as many others about marketing, legal, and financial strategy. But I struggled to find a comprehensive view of everything you need to do to go from being a bootstrapping entrepreneur to a high-functioning CEO. In other words, I saw a need for a guide on how to grow your business bigger than you. That’s what this book is designed to help you do.


The reality is that what entrepreneurs deal with daily looks, feels, and sounds a lot different than what successful CEOs do—those with an executive team that report to them, to whom they can delegate high-level responsibilities and thus increase their own capacity. When it comes to transitioning from do-it-all entrepreneur to executive leader, most people don’t even know where to start. Many successful founders ask me to help them with being too overloaded to grow their business. That is the first symptom of the deeper issue: The inability to increase capacity is the beginning of burnout.


Entrepreneurs often think they know what they need help with. They will say, “I need help with business development,” or “I need help with raising money,” or “I need help with increasing revenue.” But they are often so focused on one problem that their mind hasn’t expanded to the broader picture—that maybe the real problem is their lack of a comprehensive executive strategy. So they’re asking for more of a Band-Aid for a symptom than the comprehensive cure they actually need. Such solutions are usually much more intricate and involved in the structure of the business than just “I need help with sales.”


You might be thinking, That’s great, Dustin, but I don’t have the time to develop and implement an executive strategy. I don’t even have time to read this book. I’m too busy building a business and trying to keep up with the rest of my life. Let me echo my opening sentence: If you don’t have time to read this book, then you are exactly the person who needs to read this book the most.


You are the successful, growing entrepreneur or leader who needs to cross the bridge to being a true executive and CEO, and that bridge is executive strategy. You need a comprehensive executive strategy field guide to help you define and implement the 5 Strategic Pillars, the five strategies that you and your business need to grow your business bigger than you:


The 5 Strategic Pillars of Capacity:




	Executive Strategy


	Business Development Strategy


	Marketing Strategy


	Financial Strategy


	Legal Strategy





If you want to scale your business to its potential, clarify your vision, find more time to do the most important things at work, do what you want in your personal life without sacrificing your business, and make a bigger impact in the world, then keep reading—this book is your best next step.


In each chapter of this executive strategy field guide, I’ll introduce the main idea, give you an overview, share a story of how someone got it wrong and a story about someone who got it right, and then break the main idea down into its detailed components so you can understand how it works. Lastly, I’ll offer some real-world applications and advice.


Let’s start with the most important idea in this book: Executive Strategy.










Pillar 1
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EXECUTIVE STRATEGY: DEFINING THE PATH TO SUCCESS


Executive Strategy is your compass, your map, your battle plan for creating more capacity. This is why Executive Strategy is the first of the 5 Strategic Pillars in this comprehensive field guide. You should always be executing and refining your predesigned plan—your Executive Strategy. Do your thinking before the test, design your game plan before kickoff, prepare your battle plan before engaging the enemy, because that is when most wars are won: before a single shot is fired.




Your capacity is directly correlated to the strength of your systems.





However, this is important: When defining and executing strategy, context is everything. There is no canned Executive Strategy formula that will work for everybody. Your Executive Strategy will be unique to you and your business, which is why most people don’t like it, don’t do it, and are no good at it. Strategic thinking is hard work. Everybody wants the quick fix, the magic pill. Everybody wants to lose weight fast, but they don’t want to go to the gym. Defining the path to success by sitting down and thinking through your Executive Strategy is the most important work you can do as a CEO. This is the work we will do here in the First Strategic Pillar.


Executive Strategy is the compass that guides you as a leader, and over time, develops into a map. As you write down a plan, boil it down to a one-page document, and commence your Executive Strategy, a critical question will present itself: “Who?”


Who am I? What are my strengths and weaknesses as a leader?


Who does my company need me to be and not be?


Who should be doing which roles in the company?


Who are the other leaders in the company that can handle expanded roles?


Who is missing from the current team that I need to recruit? What roles need filling?


Who is going to be on my direct team? Who are my direct reports?


Who are the A+ people I can count on to get things done right across the entire organization?


Who are the strategic partners I can count on outside of my full-time team members?


Who should be on my executive team?


The answers to these questions inform the people, delegation systems, and culture of your organization. However, these questions can’t be answered without organizing your thoughts into strategic departments. The reason why Executive Strategy is so important is that it helps eliminate this kind of deep thinking when you are in the battle and should be taking action and getting things done. You are doing your thinking on the front end so you don’t always have to be making deep decisions on the fly; you’ll have done the work ahead of time.


This kind of thinking is a high-skill activity—not everybody has the skill to put strategy together. It’s also very hard work, and many people just aren’t willing to do it. They don’t have the willpower, the stamina, the work ethic, or the discipline to carve out the time, sit down, and prioritize modeling a proper business strategy—a business plan—then commit to refining the model over and over until it works. So not only do you have to do it the first time—and most people won’t even start there—but then you have to refine it over and over and over again. At a minimum, you should refine your strategy annually, and if you’re really good, you’ll have the flexibility to look at it quarterly. Once you really get it dialed in, you can review it monthly. The most important result from taking the time to create a world-class Executive Strategy is to increase your capacity. Now is the time to build both.



EXECUTIVE STRATEGY OVERVIEW



What exactly is Executive Strategy? Or, to put it another way, what are its major components? There are five structural elements to this Strategic Pillar:




	Understanding Your Core Values and Motivation


	Setting Clear, Achievable Goals with Time Frames


	Aligning the Executive Team


	Navigating the Market and Strategic Product Positioning


	Adapting, Evolving, and Growing





First, every strong strategy is rooted in unshakable core values. What are the nonnegotiable principles that define your organization and drive motivation?


Second, goals should be ambitious yet achievable, serving as beacons that guide your every decision, and always attached to a time frame.


Third, a well-defined strategy is only effective if the entire executive team is in place and on board. This means finding the right people, establishing clear lines of communication, sharing a powerful vision, and creating a united front within your leadership team.


Fourth, understanding your market and product positioning is crucial. This involves not only recognizing opportunities and potential but also being aware of possible challenges and how to navigate them. As noted, context is everything.


Fifth, an executive strategy isn’t set in stone; it’s a living, breathing plan that must adapt to changing circumstances and evolving goals. This is why ongoing feedback and review processes for everything, up to and including your core Executive Strategy components, are so important.


As we dive deeper into these elements, remember that a well-defined executive strategy is more than a plan; it’s a commitment to a compelling vision, clarity on the game plan, and flexibility to achieve exponential growth. It’s about charting a course that is uniquely yours, yet flexible enough to adapt to the unforeseen challenges and opportunities that lie ahead.


The Imperative of a Well-Defined Executive Strategy


A business without a well-defined Executive Strategy lacks accountability. Everybody blames everybody else: “It’s not my fault.” “It’s the owner’s/operation’s/marketing’s/sales team’s fault.” “If I had more money, it would be better.” “If I had more time, it would be right.” “If I had more resources I could grow.” People are playing the blame game and no one is actually connected to the reality of what the real problems are—or how to fix them. Nothing is aligned, everyone is pulling in different directions, the founder is probably doing too much, people are burning out or leaving—these are the kinds of things that happen when there is no Executive Strategy.


A good Executive Strategy starts with understanding roles and responsibilities: Who is supposed to be doing what? Then, when problems arise, you’ll know who to hold accountable to identify the real problem, and then you can partner with them to fix it.


In the following sections, we’ll dissect each of the major components of Executive Strategy, providing you with practical advice and strategies to establish a robust executive framework that propels your organization forward. First, though, I want you to see and feel what it looks like to get Executive Strategy wrong, and what it looks like when you get it right.


GETTING IT WRONG: THE WEWORK WAKE-UP CALL


On November 6, 2023, coworking space giant WeWork filed for Chapter 11 bankruptcy protection, months after its stock fell under $1.00 a share and risked being delisted from the New York Stock Exchange. Its April 2023 valuation was $360.9 million, down from $47 billion in 2019. Despite nearly $16 billion from Japanese multinational investing conglomerate SoftBank, WeWork’s bankruptcy paperwork estimated their liabilities at somewhere between $10 billion and $50 billion.1


WeWork seemingly had everything: a charismatic, ambitious founder in Adam Neumann; SoftBank’s deep pockets backing them; plenty of Silicon Valley buzz; broad-based investor confidence; a jump on the competition; a powerful brand. How did it all go so wrong?


The truth is, WeWork was a train wreck with no Executive Strategy. It did have an eccentric leader with a real vision, but he had no true Executive Strategy. A hell of a salesman, Neumann nevertheless personified everything I despise about the stereotypical used-car dealer. I’ve been on a mission for the past 20 years to help undo that way of thinking for people, teaching them to sell ethically, honestly, and without shortcuts. That is the right way to sell. The best salespeople in the world are the ones who listen, ask questions, find people’s needs, and help them with a solution.


Salespeople can be world-changing servants, changing peoples’ lives for good. Neumann, however, was self-serving, and it seemed like all he cared about was making money, sex, drugs, and rock ’n’ roll—quite literally. He sold all those investors a bill of goods that wasn’t based in reality.


The WeWork story shows us how money and investors will only get you so far in fixing problems. People think that there’s all this sophistication in how investors think, but sometimes it’s just the person that’s the most charismatic, that says the right things, who gets the money. The best investors, though, are the ones that look at a candidate company’s Executive Strategy.


In the documentary based on the WeWork trainwreck, a few people turned Neumann down when he asked them to invest in his vision. The documentary seemed to characterize these people as the bad guys, but the reality is, those were really the smart people, because Neumann had no strategy. It was a dream, and he was just BS-ing everybody the whole time. The character that came in and ultimately became the CEO who tried to save the company was the first guy that actually had a strategy.


As the story unfolds, the new CEO asks questions like, “Wait, what’s our strategy here? What’s our price point? What’s our structure? How’s this working?” He makes everyone get rid of all the Don Julio 1942 tequila and actually holds structured meetings. In the documentary, it feels as though he’s ruining the culture. The culture was already ruined, though, because there was no Executive Strategy, and without Executive Strategy, culture devolves into the lowest common denominator. Ultimately, it was too little, too late, because they should have had an Executive Strategy from the beginning, one based on clearly articulated core values driving goals and shaping the executive team and the culture, enabling the company to navigate an ever-changing market by adapting and evolving according to the strategy. Without that Executive Strategy, no amount of brilliance, charisma, or investment could have saved WeWork, regardless of what “world-changing” vision Adam Neumann was selling.


GETTING IT RIGHT: CHICK-FIL-A’S STRATEGY AND CULTURE


Chick-fil-A has a goal: to be the most caring company in the world. It’s also an outstanding success in virtually every way you can measure a business. By 2002, 35 years into its existence, Chick-fil-A had topped $1 billion in sales. By 2017, its revenue was over $2.5 billion. Five years later, in 2022, it exceeded $6 billion in revenue on almost $19 billion in sales. The chain’s unstoppable growth is all the more amazing because it is privately owned, having never issued stock to the public. Instead, Chick-fil-A achieved this through total strategic and cultural alignment, from its founding family to their top executives and all the way down.


The core values, purpose, and culture of Chick-fil-A are communicated at every level of the company, from the very top to their newest trainees. Its founder, S. Truett Cathy, established the business on Biblical principles, which he believed to be good business principles as well. Chick-fil-A’s Corporate Purpose has guided all that it does since 1967, keeping this Purpose “front and center,” because its owners believe it helps them to steward their business and their work to positively influence everyone they meet: “To glorify God by being a faithful steward of all that is entrusted to us. To have a positive influence on all who come in contact with Chick-fil-A.”2 To do this, they emphasize creating a caring culture both at their Support Center and in restaurants, where honor, dignity, and respect are paramount.


Chick-fil-A values serving others, teamwork, purpose-driven work, and innovation. Its workplace culture includes closing on Sundays for rest and family time. The company encourages work–life balance and provides amenities like childcare services. To ensure that these values reach every corner of their organization, Chick-fil-A holds regular team meetings, optional devotions, innovation sessions, and other activities. It prioritizes staying connected on every level through a variety of meetings, talks, and annual conferences.


I had the pleasure of visiting Chick-fil-A’s headquarters and interviewing Chairman Dan Cathy, son of S. Truett Cathy, several years ago. It was raining that day in Georgia, yet the guard at the gate was standing outside in a raincoat and had the biggest smile on his face that you’ve ever seen. When I rolled down my window, he said, “You must be Dustin Hillis.”


And I said, “Yes, I am.”


He said, “Mr. Cathy is so excited to meet with you today. You just have a great day. And can I get a high five?”


I said, “Yeah, you can.” And he gave me a high five.


And so I drove onto their beautiful campus, thinking, That’s the greatest welcome from a guard—in the rain—that I’ve ever had in my entire life. I parked, walked up to the door, and started to shake the rain off. The lady sitting at the front desk jumped up when she saw me, ran around the desk, swung the door open before I got a chance to touch the handle, and said, “Welcome to Chick-fil-A. You must be Dustin Hillis.”


And I said, “Well, yes, I am.”


“Come on in. Dry off. Mr. Cathy’s excited to meet you,” she replied. “In the meantime, why don’t you take a tour of our little mini-museum here?” (They have the original Batmobile in the lobby of Chick-fil-A, it turns out.)


After a look at the museum, I sat down, already blown away. I had only met the guard and the front desk worker, and this was already the coolest company I had ever seen. Then a vice president came and met me, gave me a similar greeting, and shook my hand. He was the warmest, friendliest, nicest guy, and knew me by name. “Hello, Mr. Hillis—you want a tour? Mr. Cathy’s not going to be able to meet us until the prayer breakfast in an hour, but I can give you a tour of the facility.” So he gave me a tour, and as we walked down the hall, every single person I met made the time to make eye contact and say, “Hello, we’re glad you’re here.” I had a visitor badge on, so they all knew to greet me. It was unbelievable. Even the rooms we went to were magnificent—all of them different and creative, and nothing that stank of corporate malarkey whatsoever.


Dan found me after the prayer meeting and said, “Okay, let’s go have some breakfast and meet right over there.” I began to put on my coat, but by the time I turned around, he had already taken off and was far away from me. There were a bunch of people moving around, too, getting between us. So, like a football player, I took off running, and I was juking and dodging people, full-on running to catch him. I was out of breath when I caught him, right before we walked down a set of stairs.


He looked at me out of the corner of his eye and kind of smiled before heading down the stairs. I thought, That was weird. Was he trying to lose me? As we sat down at the bottom of the stairs, his pen rolled off the desk, and I bent down to pick it up and hand it to him.


Finally, he asked, “So, what questions do you have for me?” I had a notepad, and I was very excited to interview him.


I said, “Well, thanks for meeting with me. Your culture and every Chick-fil-A I go to is amazing. How do you hire such good people?”


He laughed and said, “Well, I actually did part of our interview process with you this morning.”


“Well, what are you talking about?”


“We actually completely took the corporate recruiting handbook and threw it out the window, and we created our own,” he said. “We wanted to test people for real-life things that we look for in a store operator or team member during the interview.”


“I’m intrigued,” I replied. “Tell me what you do.”


“When someone comes into the interview,” Dan explained, “they walk in the main door, and we strategically put the interview room as far away from the check-in door as possible. Then we put a seat right next to the check-in. So if you are interviewing, you sign in and you sit down and they call your interviewer. Your interviewer comes and shakes your hand and says, ‘Good to meet you. Right this way.’


“And they turn around, and they’re trained to intentionally walk as fast as humanly possible away from you to the interview room, which is a pretty long walk away. And they’re actually paying attention to how fast you get up and how fast you follow them. Are you too cool to run to catch somebody? Is your energy level not high enough to walk fast to keep up with somebody? And that’s the first part of the interview.”


“So you did that to me when we left the meeting?” I asked.


Dan replied, “Honestly, I just do it naturally now. I do it to everyone. But, yeah, I guess I did, but I didn’t mean to.”


“Well, you definitely smoked out of there, and I had to run to catch you,” I said.


Dan laughed, then said, “The second test I actually did do. As soon as you sit down, we knock our pen underneath the table as far as we can. And part of the interview is, are you willing to get on your hands and knees and crawl under the table and get the pen and hand it to the interviewer? Because if you’re willing to do that, then if you’re managing a store, you’ll be willing to crawl underneath that table and get the paper that is underneath the table, versus walking by and not picking it up.”


And it occurred to me that day that this is the level of thinking of a company like Chick-fil-A versus its competitors. I like the chicken at Bojangles, for instance, but every time I go there, there’s paper on the floor and the service is inconsistent. If there is a Bojangles right next to a Chick-fil-A, 100% of the time I’m going to the Chick-fil-A. I might even like the chicken at Bojangles better, but the fact that I know it’s going to be clean, I know the service is going to be stellar and timely—that’s what makes the difference. So the quality of that interview process and the quality of their people and their culture is what differentiates Chick-fil-A from its competitors. The company has a certain culture, and that culture arises from its people, but it got those people because of certain predesigned processes, such as interviewing. Those processes come from thinking and planning, both of which are a result of its strategic vision—its Executive Strategy.


Dan shared with me that Chick-fil-A’s production per store is double that of the number-two competitor in the world. Its revenue, profit per store, is literally double the second-place company. And by the way, its competitors are open seven days a week, and Chick-fil-A is open for six. Its competition has another whole day to sell more, but Chick-fil-A still does twice the number two’s average store revenue.


Chick-fil-A started with vision, then corporate strategy, which then permeated into its culture. Strategy becomes culture over time. It also has long-term goals and a plan to get there. Truett Cathy is said to have famously stated, many years ago, “Thirty years from now, we’re going to be the number one fast food restaurant in America.”


And he got it right.



BREAKDOWN: EXECUTIVE STRATEGY



This chapter is dedicated to helping you lay a foundation for your Executive Strategy, as I’ve been able to do in a variety of settings in my career, and as Chick-fil-A has done so successfully over nearly six decades. Executive Strategy is about defining your path, aligning your team, and setting a course for sustainable success. Let’s explore how to create a well-defined Executive Strategy that not only drives growth but also fosters a culture of excellence and innovation. We’ll do this through understanding your core values; setting clear, achievable goals; recruiting and aligning your executive team; navigating the market; and adapting and evolving as you grow.


1. Understanding Your Core Values and Motivation


Every strong strategy is rooted in unshakable core values. Ask yourself: “What are the nonnegotiable principles that define our organization?”


Many consultants and books in the business world focus on the importance of core values. Why do so many people talk about core values? Because they’re incredibly important. This concept is not unique, but I’d be remiss not to mention its importance. The reason whole consulting firms are built just to help you establish your core values is that, if you get those right, a lot of other things fall into place. Conversely, if you get them wrong, it can mess up a lot of things.


Your core values are your driving force. They should drive your decision-making. If Executive Strategy is your brain, core values are your heart. Many people have spoken and written about core values: Stephen Covey, Tony Robbins, Zig Ziglar. They talk about mission, vision, and values. You have to have all three, and they shouldn’t remain stagnant or frozen in time. I prefer establishing the mission first, values second, and vision third.


Who are we? Why do we do what we do? And where are we going?


When working with a new business, the first thing I tend to do is a full day, or sometimes two days, of just helping companies establish these three things:




	Why do we do what we do? / What is our mission?


	Who are we? / What are our core values?


	Where are we going? / What is our vision?





By the time you’ve built out a well-defined mission, vision, and values, they usually all feel very motivating and provide clarity and direction. The key from my perspective is helping a business create a one-page document that encompasses all of those elements, and then forcing them to act on it, to make it central to everything they do. Most of the time we have to force it, because people will never really roll it out otherwise. It’s amazing—companies will spend $10,000 for a consultant like me to spend a day with them, and then if you ask them six months later, “Hey, where is the one-pager? How was the rollout?” many times it hasn’t happened. Because of this reality, you have to open every meeting by reading the one-pager out loud. You have to frame it and put it on everybody’s desk.


Establishing core values cannot be a one-time thing, which is what a lot of companies end up doing. The executive team has to read it in every one of its meetings. Then, at least monthly, a great exercise is to go through every single line of the one-pager and ask, “Are we doing it?” You can also coach your ground-level team and say, “If any of our leaders are violating any of the core values that are in this document, you have complete permission to meet with that leader and hold them to it. Or, if you’re scared, you come meet with me as the CEO, and we will handle it together.” It’s that important.


As a CEO, I would help people do this. I also train other CEOs to do this, to say, “What I want you to do is quote the aspect of our creed, vision, value statement, purpose statement. I want you to quote it, and then tell me what your leader did that didn’t align with our core values.” And then, when the ground-level people have permission to hold themselves and the leadership accountable to the mission, vision, and values, it all starts to become real. Everybody starts paying attention to what is actually in that one-pager. Some organizations decide on a “three times and you’re out” rule. I’ve had companies use the one-pager as a guide for when it’s the right time for firing people: “If you violate one of these core values three times, this isn’t the right home for you.”


Once you have your core values in place, people are buying in, and there is understanding from top to bottom about those values, everything else can start to fall in place.


This first step of understanding your core values is critical in developing your Executive Strategy, but it’s not the only step.



2. Setting Clear, Achievable Goals with Time Frames



Your goals should be ambitious, clear, and achievable, serving as beacons that guide every decision you make. Typically, your financials should guide your goals, because your business plan will roll up into your P&L, which should reflect your budget, which encompasses your goals. You should have a well-put-together financial statement and a disciplined financial review, every single month, no matter what, with your C-suite—your leaders—looking at the financials together in a meaningful way. In other words: Do you have a well-organized monthly financial review?


Here’s what a financial review should look like. First, it should actually exist (and you would be shocked at how rare this is). On the outside, people may think, Oh, what a cool product, what a great company, what a great leader. But the reality could be that, behind the scenes, no one’s communicating with each other. Sales has no idea what Marketing is doing. Marketing has no idea what Operations is doing. Operations has no idea what Manufacturing is doing. All the vendors are completely disorganized. Payments are maybe going out on time, maybe not. Payroll is a mess, and everybody’s just barely surviving.


I would say a majority of businesses are functioning that way. With this in mind, schedule a monthly financial review with your executive team every month, no matter what! This is the first step in ensuring your goals will increase your capacity.


Second, review the financials. Typically, your financial professional—CFO, controller, or accountant—should put a monthly P&L, cash balance sheet, and executive summary into a financial packet to review every month. Let this professional lead the meeting and walk all the stakeholders through the state of the union from the prior month. If you do not have a CFO, controller, or other financial professional on your executive team . . . get one! This is one of the most critical roles in your business. Most of the time the entrepreneur, rainmaker, and/or CEO does not make the best CFO. You need someone with an actual finance degree, preferably a CPA.


Third, take time for strategy. Working sessions are the best sessions. Don’t walk past a problem just to “stay on agenda.” Ask questions, dig into errors and fix them, pick up the phone and call people about a problem you see in the numbers during the financial review. Get work done and be productive. That being said, don’t hijack the meeting. You still need to get through the financials and see all of the numbers your financial professional put together. If a problem you identify will take more than five minutes to properly address, schedule another meeting to solve it.


Corporate Planning & Executive Team Structure


Do you understand proper corporate planning and executive team structure? Note that you could have only five people on your team and still create a corporate structure. Just call it an “executive team” if you don’t like the word “corporate.” Who is on your executive team? And does everyone on this team have a role definition and job description? Does the CEO also have a role definition and job description? Most CEOs do not. You know why? They’re probably the founder of the company. Why would I have a job description?, they think. I’m the boss. I just do whatever I want. Well, good luck growing a substantial company without a job description and a role definition as a CEO. Clearly defining those things is actually one of the healthiest things you can do as the leader. Then, once you define the CEO’s role and job (and if they’re the founder, they will probably assemble this only begrudgingly), you can do likewise down the whole C-suite. Without the structure of job descriptions, you can’t reach your goals. First roles, then goals.
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