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PRAISE FOR PEOPLE


“People: Dare to Build an Intentional Culture brilliantly captures the transformative power of intentional company culture. As a great addition to the Traction Library, it underscores that at the core of every successful business are its people. A vital read for any leader aiming for more than just business as usual.”


—Gino Wickman, author of Traction and Shine and creator of EOS


“People is the most consequential book you’ll read all year. The authors emphasize the undeniable: get the people aspect right or risk everything. EOS, with its signature clarity, dives deep into the core issues and offers entrepreneurs a blueprint to transform ideas into results. Where many leaders see a challenge, this book reveals a competitive advantage. You need People!”


—David Kolbe, Visionary and CEO of Kolbe Corp and expert on human performance


“I love this book! As someone who’s passionate about entrepreneurial teamwork, I’m so impressed—People is an incredible how-to manual for how to attract, develop, and retain great team members by having an intentional culture. As I read it, I kept thinking of everyone I wanted to read it—it’s that good. A must-read for anyone who cares about both people and profits.”


—Shannon Waller, entrepreneurial team strategist, strategic coach, and author of The Team Success Handbook and Multiplication by Subtraction


“The subtitle of this book tells it all! Daring takes courage; the Latin word, cor, meaning heart, is the root of the word courage. In order to build an intentional culture, therefore, a leader must drop into their heart, and have the courage to move from fear to love. Not only does this book come from the heart, the authors have done a fantastic job tying the importance of intentionality, courage, and commitment to a strong people component in your business. People offers another valuable building block to help entrepreneurs find freedom toward living their ideal lives.”


—Alex Freytag, expert EOS Implementer, author of Profit Works, and creator of ProfitWorks


“Our people, and our level of intentionality in nourishing and cultivating culture, can make or break the success and impact of a business. People is an essential puzzle piece of the EOS tools and methodology to building an intentional and powerful culture.”


—Anese Cavanaugh, CEO of Active Choices, Inc., creator of IEP Method®, founder of Positive Energy Workplace Initiative, and author of Contagious Culture, Contagious You and The Leader You Will Be


“With over 15,000 companies running on EOS, the authors have revealed what they’ve discovered. That it takes effort and intention to build the right culture for the right people in the right seats. Filled with practical applications and stories of intentionally building a culture where humans thrive, this book is the catalyst and guidebook that will help you and your leadership team get on the same page with the culture YOU intend to build!”


—Jill Young, expert EOS Implementer, head coach at EOS Worldwide, and author of The Advantage Series


“People is my new handbook for the most fundamental part of the business一our people. As an Integrator, I’m already using this book as a key resource for myself and my team. It seamlessly blends practical advice and real-world examples while giving you everything you need to handle your most important people opportunities. A must-have for every leader!”


—Amy Bruske, Integrator and president of Kolbe Corp and expert on human performance


“The message of People resonates very well with my ‘people-first’ mindset when creating a healthy and productive environment in which to effectively lead employees. It hits on all the vital areas that are needed to develop an engaging workplace in any industry. But the key word here is ‘intentional’ and that’s why this book is a must-read for any entrepreneur or team leader who sincerely wants to lay down a strong foundation on which to build and grow a successful business and transform the people around them.”


—Sunny Kaila, founder and CEO of IT By Design and author of Talentpreneurship


“The people are the work. Without people, nothing happens. Kelly, CJ, and Mark have laid the groundwork for unlocking sustainable growth within the EOS framework. When you lead and manage well, you begin the journey of intentionally managing human energy with heart. You’ll be inspired and challenged as you focus on what most entrepreneurs struggle to make the time for—elevating your team. This book offers a path for doing the work to produce leaders who produce leaders. If you’re tired of being surrounded by helpers and are ready to catalyze your team to be their best, read this book, answer the questions within it and do the work. Your team will thank you for it.”


—Sue Hawkes, expert EOS Implementer, CEO of YESS!, and author of Chasing Perfection


“I have always stayed away from the word culture; I thought of it as a poorly defined, namby-pamby, academic word that is often tossed about and used by people with an idea but no real-world sets and reps to back up how they were using the word. Until today, when I finished reading People. Since 2008, I have heard Gino describe EOS as a ‘human energy system.’ We reveal that EOS is a ‘trust building program’ at each Two-Day Annual™ and we describe EOS as delivering Vision Traction Healthy™ (VTH). These words get close but do not quite hit the nail squarely on the head. But now CJ, Kelly, and Mark have boiled down what we do as EOS Implementers™ into two words. We help owners and leaders create and maintain their own unique intentional culture, the culture that must exist in order for them to enjoy their EOS Life™. Sets and reps: our coauthors and EOS are not practicing on you. Since 2007, EOS Implementers have helped over 25,621 companies (our sets) across more than 250,334 eight-hour session days (our reps) install the simple tools and disciplines required to create and maintain intentional culture. In addition to pulling on this huge body of work, our authors CJ and Mark have over 2,107 session days (reps) and have directly helped over 249 companies (sets) create their intentional culture. Kelly, as Integrator of EOS Worldwide working with Mark, our Visionary, drives the intentional culture of the mothership using EOS—they practice what they preach. This morning, I love the word culture, as long as it is combined with the word intentional. Intentional culture, intentional culture, intentional culture—that just feels right. Thank you, CJ, Kelly, and Mark.”


—Walt Brown, expert EOS Implementer since 2008, author of The Patient Organization, Death of the Org Chart, Rise of the Organizational Graph, and Attract or Repel
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FOREWORD


Have you ever really considered what an honor it is to lead people in your company? Have you reflected on the impact you can have on their well-being, purposefulness, and the quality of their work lives? What a magnificent gift, one that’s both an opportunity and a responsibility.


Many business leaders feel the burden of the responsibility without knowing how to make the most of the opportunity. I see this every day in working with the clients of my company, Active Choices.


These leaders struggle to understand what it means to truly transform a culture. They often think, at first, they’re looking for a fast checklist, a quick culture transformer, or a one-hour workshop that will forever solve their “people problems.”


One of the key themes you’ll find in these pages is that surface-level solutions and quick fixes never take hold. This completely aligns with my own experiences working with leaders. Only true courage and deep commitment can create an amazing culture.


But once you have the commitment, how is it done? What are the keys to building an intentional culture? This book will give you the answers to those questions. And one of the most important answers is this: how you show up as a leader on a consistent basis is crucial to success or failure in culture building.


This is where the concept of what I call your Intentional Energetic Presence®, or your IEP, can be helpful. IEP is all about how you show up as a leader, and the intentions, energy, and presence you bring to everything you do.


The IEP you personally bring to this process will be a vital ingredient of a great culture. You can see this as another process you do (checklists, tools, or initiatives), or you can see it as a way of being and thinking that you become (that you learn to embody). Committing to becoming and embodying what you want your culture to be is the path to transformation.


Don’t misunderstand me. In leadership, we need both the doing and the being. After twenty-plus years helping to create authentic positive-energy workplaces, I have found many times over that tools, trainings, and frameworks are often necessary, brilliant, and helpful. But not enough by themselves.


If the IEPs of the leader and team aren’t clean and clear and grounded, all the greatest tools and frameworks in the world will only go so far and, in some cases, may possibly do more harm than good.


For example, have you ever been given (possibly very important) feedback, but the way the person delivered it was so laden with judgment that you couldn’t hear the value behind it? Or been given feedback by a person who was simply not present or caring, and that made it impossible to receive it, no matter how accurate? The feedback giver’s IEP is blocking the gift that should have been delivered with intention, helpful energy, and presence.


Have you ever attended a training that introduced you to several great new tools, but the energy of the training was so blah that the tools failed to stick? That’s a lack of IEP working against excellent training and lessening its impact.


You can see this in meetings too. You may notice a team member who consistently seems to suck the life out of the room (they’re the “lowest vibration in the room,” as we say in the IEP methodology). Their energy, lack of presence, facial expressions, posture, and comments (or lack of comments) make the meeting feel like something everyone has to trudge through.


Others in the room feel this and then either match it, lowering their own vibrations (because IEP is contagious) or spend their time and energy trying to manage or work around it.


Sometimes it’s your own IEP that may be a problem. Have you ever had a time when you did all the right things to prepare for a conversation as a leader, but then when you had that conversation, it didn’t land with the impact you wanted? Perhaps you were frustrated or distracted or exhausted or simply not fully present.


Most often, missed impact is directly related to our IEP.


All of this may sound a little foreign at first, maybe even a bit too intangible. That’s understandable. We often spend days with leaders, getting them to understand the nuance of their IEP, how it impacts their leadership and culture, what to do about it, and how to authentically optimize it.


Here is how to understand it better. Read through this book carefully and attentively (with intention). Commit and start implementing what you learn. As you do this, make a conscious effort to bring your best intention, energy, and presence to building a great culture. All of this fits together, and your understanding grows as you begin to see and feel the impact in your business.


And make no mistake: it will make an impact. The concepts, tools, and frameworks that you need to build an intentional culture are between these covers; the better your intentions, energy, and presence as a leader, the more positive impact you’ll have.


I’ve been a fan of EOS for years. Their models and tools have been integrated into Active Choices since 2018 in various ways. I’ve been grateful from the start to have the clarity that the Accountability Chart, the People Analyzer, the V/TO, and so many other tools and methods bring to our team.


So when Mark, Kelly, and CJ told me they were writing a book to dig deep into the People Component, I was excited. Then when they asked me to do the foreword, I was thrilled. Because I know that all three of them understand that people matter more than anything else to your business. Without our people, we have nothing. Period.


The way forward is to optimize culture, and for that, you need intention, love, tools, and solid action. Mark, Kelly, CJ, and many others are sharing incredibly powerful resources, frameworks, and real-life stories of EOS tools in action to guide your organization’s transformation.


May this book serve as a road map on your own authentic journey as a leader. Apply the tools and principles, take care of yourself as a leader, bring your own love and intention to the table, and move forward with your team to become a high-impact, positively contagious culture.


With great intention, gratitude, and so much love for you and your business,


Anese


Anese Cavanaugh


CEO, Active Choices, Inc. | Creator, IEP Method®


Founder, Positive Energy Workplace Initiative™


Author, Contagious Culture, Contagious You, and The Leader You Will Be


Anese@ActiveChoices.com









CHAPTER 1
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CHAOS OR INTENTIONAL CULTURE?


“YOUR LIFE DOESN’T GET BETTER BY CHANCE, IT GETS BETTER BY CHANGE.”


—JIM ROHN


We always survey the businesses that choose to work with an Entrepreneurial Operating System (EOS) Implementer and ask them what motivated them to do it. Eighty-two percent of them say this:


“I was not getting enough out of my people. We weren’t all on the same page, working together to win.”


This is by far the most common answer as to why they decided to make changes to their business. In fact, it was more than double any other reason given.


EOS has worked with tens of thousands of companies, and hundreds of thousands of individuals, and we’re not at all surprised by the number of business owners who are dissatisfied with how their team works.


To put it plainly, “people problems” are almost always the biggest challenge for entrepreneurial companies, and solving them is transformational.


When you’re not getting the most out of your people and you’re not all working together to win, that’s a sure sign you have underlying problems that need to be addressed. You have team members who don’t share your business’s fundamental values, or you have many people sitting in the wrong seats of your business. Or more likely, both.


Foundational problems can be ignored for only so long. They penetrate deep into a company’s culture, eventually creating chaos, a state of complete disorder and confusion. Even when you manage to escape total chaos, problems on your team still create tremendous amounts of wasted human energy and lost productivity.


But there are a few companies that manage to escape this “people” trap. What they all have in common is this: an intentional culture. Intentional meaning something created with purpose and constructed deliberately. And culture being defined as the attitudes and behaviors characteristic to your company.


What can an intentional culture do for your business?


Take a minute to imagine your business where the whole team, every single member, shares your Core Values (your company’s established cultural norms, behaviors, and beliefs). They fit the company like a glove and embody all the behaviors you value most.


Every customer feels those Core Values in every interaction they have with one of your people. That happens naturally because your people live and breathe those values.


Not only does each person on your team do their job well, but also they’re self-motivated and self-managing. The team wakes up in the morning wanting to do their jobs, and they all have the experience, knowledge, time, and skill to get it done.


Word then gets out about how great it is to work at your company. You have a line of people waiting at the door eager to come work for you. You never have to worry if you’ll find people. The right people are drawn to your organization based on the culture you’ve carefully imagined and made reality. That’s what an intentional and healthy culture looks like. Whether you employ a hundred people or five, this is what your business should strive for consistently.


Of course, what we just painted is a utopia, a perfect vision where every single team member is aligned with your purposeful culture. But we’re also realists. Absolute perfection isn’t possible when dealing with people.


However, it is realistic to get most of your people in the right seats in your business, a seat that they get, want, and have the capacity for. In our experience, if you can get to 80 percent or more of your people thriving inside an intentional culture, you will get everything you want from your business.


You’ll love your team. You’ll love what you do. You’ll make the money you want to make. And along the way, you’ll make a dent in the universe and have time to pursue other passions. Those are the rewards of this journey.


But it’s time to take a step back for a moment and see where you are currently. If you paused right now and took a minute to think about your entire team of people—from leadership to the entry-level—what comes to mind? Be completely open and honest with yourself. As Dan Sullivan, co-founder of Strategic Coach® says, all progress starts by telling the truth. You’ll gain no benefit from this book if you aren’t first honest with yourself.




Note: You’ll want to have a journal by your side and something to write with to capture your Issues List and To-Dos throughout the chapters. This will ensure you realize the full value from this book.





Is your company a well-oiled machine? A business where everyone rows in the same direction? Do your people share a common set of Core Values? Are they all focused on a common vision that forms the foundation of what your company is truly about?


No?


Then it’s time to admit you don’t have an intentional culture. You can take heart in the fact that you’re far from alone.


The following is a chart to get you thinking about the culture of your business. Most companies fall somewhere in the lower two quadrants (Chaotic Culture, Happy Accident) or in the upper left quadrant (Command and Control):
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No matter where you currently fall on this chart, the goal is to build a team that puts you in the upper right quadrant (Intentional Culture) and keeps you there. That culture should perfectly reflect your vision of how you want to show up in the world. When you do it right, what you build will be scalable and enduring well beyond you. Let’s go through each of the four culture types.
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A Happy Accident culture is just that. Your culture is great, but you didn’t build it on purpose. Maybe you hired your brother and your cousin and your best friend. You have a great relationship and are crushing it. However, you know that if you add any more people, it will destroy your culture, and so you’re afraid. If you’re currently living in a Happy Accident culture, that’s lucky, but luck is more likely to turn to quicksand than a solid foundation. When adversity hits (and it always does), you cannot count on resiliency, and things can fall apart extremely quickly. Ultimately, a Happy Accident culture doesn’t stand the test of time and cannot scale as your company grows.
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Even more problematic are cultures in the Command and Control quadrant. This is a kind of intentional culture, but it’s built around fear and control exerted by one person, or a small group on the Leadership Team. The tone of the entire business is usually rife with gossip, high turnover, and scared people. People are treated like interchangeable parts. A Command and Control culture is transactional and not particularly relational. It doesn’t last. 
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The final and most unhappy quadrant is Chaotic Culture in the lower left. If you and your business are there, we don’t need to explain the pain. You already know how unproductive, miserable, unpredictable, and unhealthy it feels to live there.


EOS is a system for managing human energy. Imagine your business with the people (arrows) in your business pulling in different directions. You may have pockets of people who are bought into your vision and are rowing in the same direction, but too many others are pointing in random directions. The goal of an intentional culture is to get all the arrows pointing in the same direction.


THE HUMAN ENERGY MODEL
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Having an unhealthy culture isn’t just about the human misery it causes. It also has a massive impact on the bottom line.


According to a study by the Engagement Institute cited in Forbes magazine, disengaged employees collectively cost companies between $450 and $550 billion a year in lost productivity. That’s the equivalent of lighting ten million high-end luxury cars on fire.


Gallup® polls have shown consistently that only about one-third of US employees are engaged in their work, and an incredible 15 percent are actively disengaged and are a toxic cancer in their organizations. These numbers fluctuate slightly over time, but never move much. It should probably come as no surprise that many who report being disengaged also report being poorly managed.


Besides damage to the bottom line, there are also huge hidden costs of a culture filled with disengaged employees. Start with the fact that your people are the biggest catalysts for new employees wanting to come work for you.


Ask yourself how long it takes to find good people when you need to hire. Finding that right person is a huge challenge for most businesses. Wouldn’t it be better, smoother, and easier if your current employees and customers sent you constant referrals to people who want to work for your company?


Then there’s turnover. When your people are spending their days in jobs with people they don’t love, they’ll leave at the first offer that pays them slightly more. People aren’t motivated by money alone; it only becomes a factor when there’s no other compelling reason to stay. All of this is incredibly costly in real dollars. According to a study done by the Center for American Progress, the cost of replacing a team member can be over 200 percent of their salary.


Imagine for a moment if you instead had a majority of team members who were actively engaged. If most of them felt clarity, purpose, and total connection with the vision and Core Values of the business they worked for. If they all felt valued and appreciated for their role fulfilling that vision. How much more productive and happier and fulfilled would everyone be?


How much happier could every individual be if they could bring their own unique talents to their jobs and felt great doing it? What could that do for your bottom line? And how much less stressful and more joy-filled could your own life be?


Most employee surveys rank feeling valued, appreciated, and connected to the purpose of the business as more important than anything else in the workplace.


Without a doubt, strengthening and getting the people part right is one of the hardest things to do. It’s definitely the messiest. It’s just so human, often filled with emotion, friction, and misunderstandings. Business owners spin their wheels looking for a way to get their team to play nice and for everyone to “just do their jobs.”


But the wheel spinning can stop if you’re willing to go on a journey to get this right. It will pay off in ways that will amaze, delight, and inspire you and your competitors.


The great news is that you can get it right. The People Component of your business does not have to always remain a mystery. It is solvable.


The mindsets, methods, and strategies of building and sustaining a fantastic team are here in this book. When you apply them, it will be transformative for your business and open up the possibility to live the life you dreamed of when you first started as a budding entrepreneur in the making.


We can say that confidently because the concepts and tools in this book are proven to work in real-world settings again and again. They’re drawn from EOS, the Entrepreneurial Operating System, created by founder Gino Wickman. EOS to date has helped tens of thousands of businesses by teaching them to improve the Six Key Components of an organization: Vision, People, Data, Issues, Process, and Traction. This book is all about strengthening your People Component.




OVERVIEW OF THE EOS BUSINESS OPERATING SYSTEM


EOS is a simple way of operating a business. It’s a complete system, full of timeless concepts and simple, practical tools that help owners and leaders get what they want from their businesses. Through painstaking study and years of trial and error, Gino Wickman discovered how to help Leadership Teams resolve the hundreds of common issues facing an entrepreneurial company.


What Gino found was that each and every common issue was caused by weakness in Vision, People, Data, Issues, Process, and Traction—what we call the Six Key Components of any business, as illustrated in the EOS Model.
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Whether implementing the EOS Tools and concepts on their own or with the aid of an EOS Implementer, Leadership Teams follow a Proven Process to strengthen each of these Six Key Components.


A strong Vision Component means everyone in the organization is 100 percent on the same page with where the company is going and exactly how it plans to get there. A strong People Component means you’ve clearly defined what a “great person” means in your unique business and you’re great at attracting and retaining them (the topic of this book). A strong Data Component means you’re running your business on a handful of numbers that give you an absolute pulse on your business, predict future results, and help you make better, faster decisions.


A company with a strong Issues Component can solve issues as they arise and make them go away forever, rather than letting them linger for weeks, months, and sometimes even years. A strong Process Component is about getting the most important things in your business done the right and best way every time. And finally, a strong Traction Component is about instilling discipline and accountability at all levels of the organization so that, everywhere you look, everyone is executing on your vision day in and day out.


The journey to implement EOS is a journey to strengthen all Six Key Components. Many leaders mistakenly believe that they can solve all the issues in their business just by working on one or two of them (including People), but we know from experience that becoming 80 percent strong or better in each of the Six Key Components will help you run a truly great business. To get a clear picture of your organizational strength in each of the Six Key Components, visit organizationalcheckup.com.


You can also learn more about EOS by reading Traction: Get a Grip on Your Business by Gino Wickman.





There’s no need to be an EOS expert to gain value from this book, but those who’d like to learn more can visit eosworldwide.com. To be sure, readers unfamiliar with EOS will still understand and benefit from the concepts and tools in the pages that follow.


All six components matter, of course. But a strong argument can be made that the People Component is foundational to all others. Every other Key Component is executed by your team, so the People Component becomes the driver of all the rest. You can’t get what you want from your business without great people.


The Process Component? Implemented by your people. Data Component? Analyzed and made actionable by people. Issues Component? Solved by your team. We could go on, but you get the idea: whatever business you’re in, you’re also without a doubt in the people business. All five other key components are used to organize and harness the amazing human energy that comes from a great People Component.


Mastering the People Component will have tons of measurable benefits for your business, but bottom-line gains aren’t all of it. There are other huge rewards that are less tangible but no less real.


You can look forward to your work life every day with less stress and more joy. You’ll reach the point where you have complete confidence that your team can deal with conflict and obstacles, and do it productively. When you develop your people, your freedom skyrockets because your entire team is pointed upward in the same direction, taking you to new heights.


As you implement the concepts outlined in this book, you’ll foster a culture of curious and passionate people pursuing mastery, autonomy, and purpose who take personal initiative and accountability in advancing your company’s vision. And this will go deeper than just a handful of people on your Leadership Team. Get the People Component right, and a new reality can take hold from top to bottom. Every member all throughout your organization can have the opportunity for more fulfillment and growth.


Okay, but . . .


If that’s an achievable vision, why is the reality at so many workplaces so different? In other words, why did 82 percent of companies tell us that they were not getting the most out of their people and were not working together to win before working with EOS?


We’ve never heard a single entrepreneur say, “I’m starting this business to fulfill my dream of chronic stress for myself and to provide an unhappy workplace where my employees can trade a paycheck for putting up with a chaotic and miserable environment.” If it’s not the aim, where does dysfunction come from?


In the EOS experience working with thousands of entrepreneurs, the story varies in certain details, but it usually goes something like this:


You start a business, and in the early days, there are a million things that need to get done and very few people to do all of them (sometimes just one). It’s a “hair-on-fire” environment. It’s all action, action, action, and figure out how to get it done—now.


Growth happens. You need to bring on more people. Fast.


This creates a tendency to fall into the trap of WBS—Warm Body Syndrome. The first person you can find with a pulse and meets the bare minimum requirements is hired. Or maybe their only qualification is that they’re a friend or family member. Or they’re the right person, but you hire them and say, “Good luck, buddy,” and spend no time onboarding them, training them, managing them, or making sure they share your vision and Core Values. The flip side is, if you’re an employee, you take the highest paying job without regard to culture, and you end up working in a business you aren’t a fit for.
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