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Foreword

Most sports teams are run better than most companies. Whether you are an avid sports fan or not, on reflection I believe you would agree. One of the mainstays of my career as an entrepreneur successfully building six startups into national firms, or as a professional business coach and sales trainer, is something I call Model the Masters. Find people doing things well, and emulate their behavior.

Like them or not, the New England Patriots of the 2000-2019 seasons set a standard of excellence reflected in their winning ways and multiple championships. Tom Brady, as the designated leader and quarterback of the team, set record upon record in leading them to such excellence. If we roll back the curtain behind their success, we find three key ingredients: Playbook, Practice, and Professional Coach. These foundations for success are not new in sports; I witnessed the revered John Wooden as the leader/coach of UCLA basketball and the legendary string of national championships achieved years ago. Coach Wooden worried less about the scoreboard and more about the systems and processes of his playbook.

All too often in my business practice, I find my clients initially lacking in these fundamentals. Kevin and Anne Mary have chosen wisely in modeling leadership lessons as employed by Tom Brady—truly Modeling the Master. There’s a common myth that leaders are born, not made, but I disagree. In my experience, the best leaders are the ones who commit to a process. They dial in on a vision, establish the rigor of systems and processes, practice relentlessly, and operate in a culture of discipline.

This book is loaded with practical business advice and real-world examples. I challenge the business reader to look seriously in the mirror as to how they are leading their teams. One of my companies had 2,600 salespeople, but I would regularly state that there weren’t 2,600 best ways to sell our products. Better to figure out the one best way, practice the best way, and increase the probability of success. All too often we get distracted from the basics and preparation by the urgencies of the day. Effective leaders stay committed to what is important and enjoy consistent success. The 12 important lessons in business leadership delivered here, when consistently followed, will distance you from the competition.

There’s nothing difficult here. It fundamentally comes down to execution. That is leadership!

—Jack Daly
CEO, Coach, Speaker, and Author
www.JackDalySales.com


Introduction

While writing this book, many friends asked, “Why are you writing a business book about Tom Brady? He’s an athlete.” Some asked the more critical question, which is, “Why are you writing about Tom Brady at all?” They knew neither of us are Patriots fans—or fans of Boston (or Tampa) sports in general. In fact, we both celebrated with the rest of the country when Eli Manning led the New York Giants to beat Brady’s New England Patriots twice in the Super Bowl. Worse yet, Kevin was an Oakland Raiders season ticket holder during the “Tuck Rule Game.” And to be perfectly honest, we both much prefer baseball, despite our endless argument over whether the American League plays real baseball with designated hitters (Kevin is a National Leaguer all the way).

Ahem . . . back to Brady and business leadership.

Now more than ever, companies demand more productivity and leadership from their employees. Modern technology creates some efficiency and makes advanced soft skills a nice idea, but technology doesn’t inherently make better leaders, and there are few good bosses with the time and constructive knowledge to guide the way for up-and-comers. Sadly, many of even the best business schools lack useful courses in leadership.

In our media interviews with more than 300 CEO members of YPO (formerly Young Presidents’ Organization), the number-one complaint was the lack of leadership capability among employees. This often results in slower growth for the company and a disappointing career trajectory for the employee. But whose fault is it really? Executives can’t expect leadership from those with inadequate training and a lack of good role models in their own supervisors. Most employees have yet to receive help with the skills they need to succeed personally, not to mention an understanding of how to get the best out of others.

To help those employees, wouldn’t it be great to analyze the strong leadership abilities of a successful public figure, and translate them into accessible, practical lessons? Better yet, share those examples through the vivid drama the sports lens provides?

Enter Tom Brady, the winningest quarterback in NFL history and a fixture in sports and pop culture. Love him or hate him, Brady led the New England Patriots on one of the most impressive and unlikely dynastic runs in the history of professional sports. No team gets there without a leader of immense skill. For all his obvious flaws, and as much as at times it may pain us to admit, Brady is indeed such a leader.

We are writing about Brady because we are students of leadership. Revered or hated by fans, he is loved and respected by those who work with him, and even his harshest critics cannot deny his abilities and leadership success.

Now, we are well aware of the arguments that Tom Brady is not perfect, and we are definitely not here to hero-worship him. Like any leader, he’s made plenty of mistakes, and there will be those who forever view him as a cheater. This book is designed not as a tribute to Brady, but as an extraction and catalogue of the leadership insights from his public behavior on and off the field. Brady continues to inspire those around him, regardless of public opinion and scrutiny. The fact that he can continue to lead at such a high level while under today’s spotlight of critical mass media may in itself represent a key talent to his success.

Examining the inner workings of Brady’s leadership methodology is a bit of a challenge. It’s extremely difficult to break past the media embargo of the NFL and Patriots to get the inside scoop. Luckily, there are plenty of public stories about Brady and his leadership approach from which to extract information. We scoured history and selected football events and actions that richly demonstrate leadership highlights from Brady. The stories in this book are based on real events, but in many cases we created unnamed characters or fictionalized real scenarios to bring Brady’s style to life. We have done our best to expose his abilities from the beginning of his career through his Patriots tenure, which ended after the 2019 season.

We have set up the book with stories of Brady’s leadership, followed by commentary on the lessons learned. Then we provide real stories of business leaders who exemplify (or sometimes fail at!) similar practices. Finally, we provide actionable steps so you can execute those leadership plays in your world, over and over again.

To best use this book, read a chapter at a time. They are written to stand on their own and order does not matter. Read it all the way through or reference the lesson that helps you when you need it most. Contemplate the stories, absorb the lessons, and practice the skills until you are able to execute and lead like a champion each and every week.

Now go enjoy, learn, and win!!

—Kevin and Anne Mary


PART I

Managing the Clock


CHAPTER 1

Create a Winning Playbook

“Study your playbook.”1
—Tom Brady, commenting on a rookie teammate’s Instagram post

MAKE YOUR WEAKNESS WORK FOR YOU

Tom Brady will go down in history as one of the best quarterbacks ever to play in the NFL. He’s a superstar of the highest order, a six-time Super Bowl champion, and a first-ballot Hall of Famer. He’s the All-American Golden Boy. With all he’s accomplished, it would be easy to assume that his success was predestined and long predicted, that he’s fulfilling the great promise he showed from his earliest days. But truth, as they say, is stranger than fiction, and it’s no different with Tom Brady.

Brady grew up in the shadows of his more athletic older sisters, and was known as “Maureen Brady’s little brother.”2 He never played organized football until high school. There wasn’t much athletic about him, and he was among the slowest guys on the team.3 If anyone ever paid attention to him in sports, it was on the baseball diamond as a right-handed catcher who hit left-handed.4

It’s unlikely anyone could foresee Brady’s future football dominance—except for Brady himself. As a kid, he wrote an essay claiming that one day, he would be a household name, the well-known Brady of the family.5 It must have struck those around him as a delightfully childlike fantasy. No one but Brady could have known it was prescient.

For a long time, the doubters, even the loving ones, were right. As a freshman in high school, he was the backup quarterback on a freshman team that went 0–8–1 and didn’t score a single touchdown.6 He didn’t make the varsity team until his junior year.7 Similarly in college at the University of Michigan, he didn’t start until his junior year, and even then had to fight off fierce competition for the job.8 Brady got little attention from NFL scouts, and wasn’t drafted until the sixth round. He began his professional career as the backup to well-established star Drew Bledsoe. Certainly this couldn’t be the career arc of a guy who would go on to win six Super Bowls, right?

In hindsight, there were signs—even if they weren’t obvious at the time—that Brady would achieve beyond the indications of his natural skill. It was clear Brady was motivated, and the speed bumps he encountered only made him more so. Even after 20 years in the NFL, he still plays like a guy who has something to prove to his doubters. Further, Brady always worked hard on the mental and physical aspects of the game. His work ethic was and is legendary.

The most telling thing of all, however, was that Brady had a plan, and he worked it. Playbooks are the foundation of every football team, and Brady is no exception. Those who analyze business leadership would say he developed his own personal playbook to put himself in the best position to lead and win. Brady’s playbook maximized his strengths, minimized his weaknesses, and managed his time so he could exemplify the highest standard and still have time to lead his team through anything. It’s a playbook he still uses today.

The first element of Brady’s playbook is his strict daily routine. It defines his day-to-day and impacts every part of his life, personally and professionally. Brady wakes up at the crack of dawn every morning and goes to bed at 8:30 p.m. every night.9 In between, he follows a highly structured plan. His consistent schedule means his team, his family, and his business associates all have reasonable expectations of his availability and know when he will devote time to them. During those times, Brady can be fully present and engaged because he doesn’t need to worry about other things—they’re already squared away as a result of his regular schedule. Brady’s routine sets up everything else in his life, both personal and professional.

The second part of Brady’s playbook is about getting himself into peak physical condition. A leader must walk his talk, and Brady never failed in this. For example, he never shied away from the truth about his speed. His high school coach, Tom MacKenzie, said, “Most teenagers will avoid at all cost what they aren’t good at. Tom Brady was the opposite. He’d take to heart what he needed to improve on.”10 In what became typical Brady fashion, he attacked his speed problem with vigor, going so far as to spray paint his parents’ backyard patio so he could do the five-dot speed and footwork drill at home.11 He developed a jump rope routine that MacKenzie incorporated into the team conditioning program.12 He stayed after practice to do more throwing work.13

Over time, the physical elements of Brady’s playbook evolved. He swears by his TB12 Method’s focus on what he calls muscle pliability, which he claims makes muscles long, soft, and resilient,14 prepared to take hits and recover quickly. Brady doesn’t spend time at the gym sweating to increase his bench press or improve his sprinting splits. He spends his workout time focusing on things that will measurably contribute to his team’s success on the field. Brady is also famously maniacal about his diet, which he believes helps him perform at his physical best. He doesn’t eat tomatoes, and he “indulges” in a frozen avocado concoction he refers to as “ice cream.”15 By prioritizing and using wisely the time he spends on his physical conditioning, he can hold others accountable on their workouts and can create the time necessary to do other preparatory work.

The next part of Brady’s playbook is mental preparation. He never shortchanges his preparation. No matter the game, no matter his familiarity with the opponent, no matter how great the team around him or how terrible the opposition, Brady’s mental approach doesn’t vary. Studying film allows him to identify every wrinkle a defense can present to him. It reveals the tendencies and preferences of opponents and uncovers their weaknesses. This allows him to do better pregame planning and make better decisions at the line of scrimmage.

As with the physical requirements, the mental elements of Brady’s playbook evolved over time, too. In college, he worked with assistant athletic director Greg Harden and learned the importance of visualizing his end goal and creating a step-by-step process to get there.16 He stopped worrying so much about how others played and instead focused on his own performance. Together, Brady and Harden tackled Brady’s motivation, self-belief, and internal reactions.17 Brady learned to control everything he was able to by developing solid routines that went beyond conditioning and film study.18

Today, Brady also incorporates brain training into his play-book. He plays brain games every day to keep his mind in peak condition, increase processing speed, improve decision-making, and boost focus.19 His preparation allows him to recall quickly and clearly what he learned in film sessions and team meetings. He instantly diagnoses defenses and can change the play call or adjust how his linemen protect him. By devoting himself to mental preparation, Brady can spot problems sooner and solve them more easily. He’s also better able to keep his team aligned and lead them through any crises that may arise. The time Brady spends in preparation enables him to be more efficient during the game.

The last part of Brady’s playbook is the play scheme he developed with head coach Bill Belichick and offensive coordinator Josh McDaniels. Brady may not be the most athletic football player of all time, but he’s maximized the physical gifts he does have. In fact, the scheme even emphasizes Brady’s speed—just not foot speed. Instead, their playbook relied on Brady’s fast analysis of the defense and his quick release of the ball. His instant recognition of defenses—enabled by his mental preparation—allows him to know where he’s going with the ball before it’s even snapped. And his quick release of the ball—enabled by his physical preparation—means that the play is more likely to be successful, and that he is less likely to get hit. The proof of that is in the numbers: Brady’s sack rate in 2018 was 4 percent, while the average across the league was almost 8 percent.20 Getting pressured less and hit fewer times means Brady makes fewer rushed decisions, suffers fewer injuries, and sustains fewer concussions. He’s on the field, playing healthy and at his sharpest, and keeping consistency for his team. The physical and mental preparation that are fundamental parts of Brady’s personal playbook all come together in his team’s actual playbook.


LEADERSHIP LESSONS FROM THE FIELD:

• Great leaders are highly aware of their own flaws and aren’t afraid to admit them. Their goal is to understand the problem so they can solve it, thereby making their teams better.

• Leaders must use their time wisely. No one can be great at everything, so a leader must choose what is most important for the team’s success.

• The best leaders develop a personal playbook, including a daily routine that organizes their time efficiently. Playbooks maximize their strengths, compensate for their weaknesses, and allow them the time they need to manage the team and overcome obstacles.



COMPANIES NEED PLAYBOOKS, TOO

Sports teams aren’t the only organizations that need playbooks. Startup entrepreneurs and executives often run the company by the seat of their pants. It’s not because they have bad business acumen, but rather because there is so much to do and limited resources with which to do it. For a while, it can work, since smaller companies are better able to adjust to changing conditions. Eventually, however, that approach becomes unsustainable and stunts growth. It’s possible even Brady himself was happy to rely on his rocket arm until he realized how his foot speed was holding back his play.

Playbooks offer a critical tool for leaders to guide business teams. As teams grow, the team makeup changes from a few generalists to a lot of specialists. Large companies have many moving pieces that must coordinate to perform well. Without a playbook to guide and synchronize, goals become much more difficult to accomplish. Playbooks show how the game is played, explain the rules, give instructions, and share best practices. They also define how different business units should work together and what the problem-solving process looks like.

Playbooks also help leaders implement best practices, update procedures, and increase efficiency. High-performing organizations are nearly 80 percent more likely to prioritize sales playbooks.21 Companies with playbooks average 39 percent stronger year-over-year increases in deal sizes than companies who don’t use them.22 Yet stunningly, only around 45 percent of organizations use playbooks.23

Brady’s playbook determines his daily schedule, details his physical and mental workouts, and explains how he performs within the team. A company playbook needs to be similarly thorough and should encompass sales, operations, onboarding, and all other regular needs. For example, the sales section of a playbook should include a detailed breakdown of the sales process and what the sales representative should do at each step. It should be comprehensive, starting with generating a lead and continuing all the way through to maintaining a strong relationship even after the deal is closed. The sales section should provide a script for reps to use with clients at each stage of the sales process and include the best answers to the most frequent questions and objections from customers.

The operations section of a playbook explains how projects get completed and how various divisions communicate. It sets up procedures that keep the company running smoothly, addresses client concerns quickly, and anticipates problems. It even gets into detailed issues such as the proper way to complete and submit paperwork. The onboarding section of a playbook is fundamental because it’s where each employee begins their understanding of how the company works. Just as it does for a sports team, a play-book keeps a company well functioning and successful.

ACTION FROM THE BUSINESS STADIUM: SELLING CUSTOMERS ON YOUR PLAYBOOK

Business coach Dan Larson, coauthor with Jack Daly of the bestselling book The Sales Playbook: for Hyper Sales Growth,24 shared his experience on the critical importance of playbooks in the business world. One client, Aaron, who owned a holding company, just acquired a company and hired Dan to turn around the sales department.

“Dan, I need your help,” Aaron began. “I’m an experienced businessman. I’ve founded and taken two companies from nothing into industry leaders, turned around several others, and successfully scaled even more. But I just can’t crack this nut,” he lamented. Like Brady, Aaron wasn’t too proud to recognize his shortcomings. He knew he needed to identify the problem so he could fix it and improve company performance.

“The company sells advertising space,” Aaron continued. “You know, billboards, stadium screens, things like that. They have a good product, and I got a great deal on it—but that’s because it’s hemorrhaging money. There are two sales VPs and 350 salespeople across the country, and they’re losing two million dollars a year. I’ve been studying the business and the industry, but I haven’t figured the way out yet.”

“OK, Aaron, happy to help,” Dan replied. “Give me thirty days to examine the company, conduct interviews, and get the lay of the land. Then we identify the problems and explore solutions.”

Over the next month, Dan took a deep dive into the company. He found many good fundamentals: the industry was growing, the company had good products and strong relationships, and the salespeople were motivated. But he uncovered a number of alarming realities as well. The sales division was broken down into five regions across the country, and there was no cohesion among them. If one region found something that worked, the other regions never heard about it. It wasn’t out of greed or rivalry, but simply out of a lack of communication channels. When Dan held interviews with them, the two vice presidents of sales seemed to say all the right things, but didn’t seem to do many of them. They claimed to be very hands-on with the mid-level managers and salespeople, but they spent more time wining and dining clients than coaching their people. They also said they were open to new ideas, but every time Dan suggested changes, they claimed they were impossible to do, or simply didn’t act on them.

After a thorough assessment, Dan was ready to present his findings to Aaron. Dan shared the good things he found, but spent more time on the issues he uncovered.

“Unfortunately, your biggest problems are your two sales VPs,” said Dan. “Sorry to be so frank but they’re . . . useless. They make enormous salaries, don’t coach their teams, never set up best practices, and are totally resistant to change. Now, it’s true they’re good salesmen. But instead of teaching the effective methods they’ve developed, they’re letting the reps spin their wheels with ineffective approaches, and then they sometimes swoop in as heroes. The VPs aren’t using their time well, and it’s holding back all the reps from using their time well. They’re a burden, not an asset.”

“They’ve been with the company a long time,” Aaron responded. “I’d hate to see morale fall because I dismiss such longtime employees and make everyone else nervous.”

“That may happen in the short term, but it won’t last,” Dan asserted. “Getting rid of these two guys is going to liberate your salespeople to do their jobs way better and way more efficiently. It’s addition by subtraction.”

“So what do you suggest?” asked Aaron.

“Let’s replace them with one VP of sales. It’s all you really need, if that person’s effective. While starting a trial with that person, I’d like to begin a pilot program in one of the five regions that I think will totally turn around the entire department,” Dan said.

“Who would we put in the VP role?” Aaron followed up.

“We want someone who understands sales, but who is willing to try a different approach. Someone who’s coachable and has the skill to execute a plan. Actually, I have someone internal in mind,” smiled Dan.

Dan then shared his view that Charlie, a team leader in the Southeast sales region, was the right person for the job. Just as Tom Brady slaved over five-dot and jump rope drills, Charlie did everything he could to keep himself in top sales team leadership shape. He pored over industry research, read books on leadership and team building, and sought feedback. Also like Brady, Charlie demonstrated strict time management with his rigid daily schedule, so he could use all remaining time to lead and support his team. During their interviews, Charlie peppered Dan with questions about how he could serve his team better and was clearly a creative problem solver. Charlie understood the ethos of the company and what they were trying to build, and he was excited about exploring new approaches to sales.

Aaron was intrigued, unaware that he had a rising star on his hands. He decided Dan’s plan was the best way forward, so he removed the existing VPs and named Charlie as their replacement. Then Dan went to work with Charlie to implement the pilot program in the Southeast region.

Together, Dan and Charlie crafted a sales playbook for their representatives. It wasn’t comprehensive—after all, they had a limited time to prepare it, and sales had to continue while they implemented the new program. Still, the playbook encompassed the basics. Dan and Charlie created a script for sales representatives to use during introductory calls, follow-ups, and deal closings. They listed proper responses to customers’ most frequent objections. They produced standard sales materials for all sales reps to use, instead of relying on reps to craft bespoke materials for each lead. Dan and Charlie also worked with mid-level sales team managers to improve their leadership skills and develop a stronger sense of teamwork.

It wasn’t a perfect solution. Dan knew that in the long term, the company would need to incorporate more information into the sales scripts and objection response documents, as well as create a large-scale leadership development program. Still, Dan believed that even these initial steps, along with Charlie’s skills and enthusiasm, would make a difference in the region. With Dan’s guidance, Charlie introduced the playbook within the region and assisted the team leaders in implementing them.

The sales representatives in the Southeast region seemed to take to the program well. With standardized sales materials ready to use with any client, the reps could spend more time developing leads and building relationships. Further, with ready-made responses to client objections, they no longer had to search within the organization for answers, allowing them to close more deals faster. Brady’s personal play-book evolved over time as he learned more and developed skills. Similarly, as they received feedback from managers and sales reps, Dan and Charlie adjusted and expanded their sales playbook.

About 45 days after their meeting to discuss solutions, Aaron called Dan.

“Dan, what the hell did you do to the Southeast division?” Aaron began.

“Um . . . ” Dan responded, perplexed by the apparent anger in Aaron’s voice. “We developed a playbook for the sales reps to use and worked on leadership development skills with the managers. It’s not a comprehensive program yet, but it’s a framework for one. Is there a problem?”

“Problem?” Aaron repeated. “I guess I’m not sure. I’m looking at last month’s numbers for the Southeast, and it seems like they can’t be right. It was the best month in the region—actually, the best month in the company—in two years. I’m stunned.”

“Well that’s great!” enthused Dan, now understanding Aaron’s tone. “A playbook is a powerful tool.”

“Dan, these numbers are unbelievable. I don’t care if the playbook isn’t finalized yet—I want you to implement it right away in every region. We’ve got to get this thing into the hands of our sales reps across the country!” demanded Aaron.

With that, Dan went to work with Charlie to install the company playbook across all the regions. As they learned more about the regions, discovered useful tools individual teams used, and picked up on nuances unique to certain types of customers, they incorporated all that information into the playbook. Dan, Charlie, and Aaron worked together to develop a comprehensive leadership development program that would begin as soon as a new team member was hired.

Within four months of their initial meeting, the company went from an annual $2 million deficit to fully in the black. The marketing company continued to grow and is still growing even several years later. Their sales playbook transformed the company into a juggernaut, just as Brady’s playbook helped lead the Patriots to consistent championship performance.


GAME REVIEW:

• Leaders who use their time wisely enable their team members to do the same.

• Playbooks develop over time. Even the best leaders don’t have all the answers immediately. They codify as much useful information as they can and constantly search for ways to improve their own performance and playbook.

• Great leaders don’t need to be heroes. They hold themselves to the very highest standards, but they understand their most important job is not their individual performance. Instead, they focus on how their actions demonstrate best practices and create the time needed to lead the team to victory.



EXECUTING THE PLAY

Exercises for the Preseason:


• Examine the operations procedures within your team. Which processes work well, and which create bottlenecks? How much more could you and your team accomplish if those tasks could be completed more efficiently? What challenge would you be able to tackle with that extra time?

• For a deeper dive into developing a sales playbook, read The Sales Playbook: for Hyper Sales Growth by Jack Daly and Dan Larson. They explain how sales managers and representatives can work smarter and grow more efficiently.



Best Practices for the Game:


• Create a personal playbook for yourself. It’s tough to lead others when you are off track and distracted. Establish your personal objectives for physical, mental, and material goals. Then reverse engineer a path for achievement. Enlist peers and coaches as necessary. For success tools, go to KevinDaum.com/success.

• Create an operations playbook for your leadership position. Consider the key functions you fulfill, how you interact with people in other divisions, and what your daily schedule includes. Identify places where you can boost your performance and help your team. Then create a plan to realize those improvements.




CHAPTER 2

Make Time Your Ally

“I got a chance to hold my draft card a few hours ago. Never forget where you came from.”1
—Tom Brady

EARLY BIRD WITH A PLAN

Rodney Harrison was a paragon of professionalism. In his stand-out collegiate career at Western Illinois University, he earned defensive back records of 345 career tackles and 28 tackles in a single game.2 Harrison was a Second Team All-American in 1992, and the following season was named First Team All-American by five different organizations. He was drafted by the San Diego Chargers in 1994, and would go on to become the first player in NFL history to record 30 sacks and 30 interceptions in his career.3 His teammates selected him to receive the Ed Block Courage Award, given each year to the player who best exemplifies the principles of courage and sportsmanship while also serving as a source of inspiration.4 When he finally retired in 2009, he was the NFL’s all-time leader in sacks by a defensive back.5

So when he arrived in New England in 2003, Harrison was already a standout in the locker room and on the field. He had been to two Pro Bowls and was still in the prime of his career. In his years of professional experience, he learned what was required for sustained, high-level success. He was a poster child for a relentless, aggressive work ethic.

In New England, Harrison met his work ethic spirit animal in Tom Brady. The scenario may have gone something like this:

Harrison was regularly up and at ’em early while in San Diego, and it was no different on his first day with the New England Patriots. Braving the bitter Massachusetts cold, he arrived at the practice facility at 6:30 a.m. and walked into the dark lobby. As always, it was an odd feeling to be alone in a building normally full of huge, passionate football players and loud, demanding coaches. A building usually so vibrant and alive was dark and silent.
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