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Identify your handful of core processes

Make a list (HR, Marketing, Sales, Several Operations, Accounting, Customer
Service/Retention, etc.)

Give each of them a name, with everyone agreeing to use that name

!ȌǿƦǞȁƵ�ƵƊƧǘ�ƮȌƧɐǿƵȁɈƵƮ�ƊȁƮ�ȺǞǿȯǶǞ˛ƵƮ�ƧȌȲƵ�ȯȲȌƧƵȺȺ�ǞȁɈȌ�Ɗ�ƦǞȁƮƵȲة�ȌȁǶǞȁƵ
ǏȌǶƮƵȲ�ȌȲ�ȌɈǘƵȲ�ƊƧƧƵȺȺǞƦǶƵة�ƵƊȺɯٌɈȌٌ˛ȁƮ�ȯƊƧǲƊǐƵ

Turn your list of core processes (from Step 1) into your table of contents

Give it a name. The ABC Way, Franchise Model, Operating Model, SOP, Circle
of Life, etc.

One at a time, record the major steps in each core process:

Favor a linear/chronological approach

0ƊƧǘ�ǿƊǯȌȲ�ȺɈƵȯ�ȺǘȌɐǶƮ�ƦƵ�ȺɐȯȯȌȲɈƵƮ�Ʀɯ�ׁٌׅ�ȺɐƦٌȯȌǞȁɈȺ�ƮƵ˛ȁǞȁǐ�ɈǘƵ
 who/what/where/when/how

Keep it simple (the 20/80 approach). Each core process should be fully
documented in 1-5 pages

Review and approve each core process – every member of the leadership
team must agree this is the right way to do it every time.

Repeat this step for every core process
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ACCOUNTABILITY CHART
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CLARITY BREAKTM

�ȁƵ�ƮǞȺƧǞȯǶǞȁƵ�ɈǘƊɈ�ƊǶǶ�ǐȲƵƊɈ�ǶƵƊƮƵȲȺ�ȯȲƊƧɈǞƧƵ�ǞȺ�ɈƊǲǞȁǐ�ɈǞǿƵ�Ȍȁ�Ɗ�ȲƵǐɐǶƊȲ�ƦƊȺǞȺ�ɈȌ�ȲǞȺƵ�ƊƦȌɨƵ�ɈǘƵ�
ƵɨƵȲɯƮƊɯ�ƮƵǿƊȁƮȺ�ȌǏ�ɈǘƵǞȲ�ǯȌƦȺ�ɈȌ�ȲƵǏǶƵƧɈ�ƊȁƮ�ɈǘǞȁǲ�ƊɈ�ɈǘƵ�ɈǘǞȲɈɯٌɈǘȌɐȺƊȁƮٌǏȌȌɈ�ǶƵɨƵǶخ

ÀȌ�ȺɈƊɯ�ȺǘƊȲȯة�ƧȌȁǏǞƮƵȁɈة�ƊȁƮ�ƊɈ�ɯȌɐȲ�ƦƵȺɈ�ǏȌȲ�ɯȌɐȲ�ȯƵȌȯǶƵة�ɯȌɐ�ǿɐȺɈ�ɈƊǲƵ�!ǶƊȲǞɈɯ� ȲƵƊǲȺخ� ɯ�
ƮƵǏǞȁǞɈǞȌȁة�Ɗ�!ǶƊȲǞɈɯ� ȲƵƊǲ�ǞȺ�ɈǞǿƵ�ɯȌɐ�ȺƧǘƵƮɐǶƵ�ƊɩƊɯ�ǏȲȌǿ�ɈǘƵ�ȌǏǏǞƧƵة�ȌɐɈ�ȌǏ�ɈǘƵ�ƮƊǞǶɯ�ǐȲǞȁƮ�ȌǏ�
ȲɐȁȁǞȁǐ�ɈǘƵ�ƮƵȯƊȲɈǿƵȁɈة�ɈȌ�ɈǘǞȁǲ�ƊȁƮ�ɈȌ�ɩȌȲǲ�Ȍȁ�ɯȌɐȲ�ƦɐȺǞȁƵȺȺة�ƮƵȯƊȲɈǿƵȁɈة�ȌȲ�ȺƵǶǏخ

²ɈƵȯȯǞȁǐ�ƦƊƧǲ�ɈȌ�ɈǘǞȁǲ�ɩǞǶǶ�ƧȲƵƊɈƵ�ƧǶƊȲǞɈɯ�ǏȌȲ�ɯȌɐ�ƊȁƮ�ȲƵȺɈȌȲƵ�ɯȌɐȲ�ƧȌȁǏǞƮƵȁƧƵخ�ÀǘǞȺ�ǞȺ�ǞǿȯȌȲɈƊȁɈ�
ƦƵƧƊɐȺƵ�ɈǘƵ�ȁȌȲǿƊǶ�ƧȌɐȲȺƵ�ȌǏ�ƮƊɯٌɈȌٌƮƊɯ�ƦɐȺǞȁƵȺȺ�ȯɐǶǶȺ�ɯȌɐ�ƮƵƵȯƵȲ�ƊȁƮ�ƮƵƵȯƵȲ�ǞȁɈȌ�ɈǘƵ�
ǿǞȁɐɈǞƊƵ�ȌǏ�ɯȌɐȲ�ɩȌȲǲخ��Ⱥ�Ɗ�ȲƵȺɐǶɈة�ɯȌɐ�ȺȌǿƵɈǞǿƵȺ�ƧƊȁٚɈ�ȺƵƵ�ɈǘƵ�ǏȌȲƵȺɈ�ǏȌȲ�ɈǘƵ�ɈȲƵƵȺخ�æȌɐ�ȺɈƊȲɈ�ɈȌ�
ǏƵƵǶ�ȌɨƵȲɩǘƵǶǿƵƮ�ƊȁƮ�ɯȌɐ�ƦƵƧȌǿƵ�ȺǘȌȲɈ�ɩǞɈǘ�ɯȌɐȲ�ȯƵȌȯǶƵخ

wƊǲƵ�ɈǘƵ�ɈǞǿƵ�ɈȌ�ȺƊɨƵ�ɈǞǿƵخ

ÀǘƵȲƵǏȌȲƵة�ƊɈ�ǞȁɈƵȲɨƊǶȺة�ɯȌɐ�ǿɐȺɈ�ƵǶƵɨƊɈƵ�ɯȌɐȲȺƵǶǏ�ƊƦȌɨƵ�ɈǘƵ�ƮƊɯٌɈȌٌƮƊɯ�ƊƧɈǞɨǞɈǞƵȺ�ٗǞȁ٘�ɈǘƵ�
ƦɐȺǞȁƵȺȺ�ȺȌ�ɯȌɐ�ƧƊȁ�ɩȌȲǲ�ٗȌȁ٘�ɈǘƵ�ƦɐȺǞȁƵȺȺ�²خƧǘƵƮɐǶƵ�Ɗȁ�ƊȯȯȌǞȁɈǿƵȁɈ�ɩǞɈǘ�ɯȌɐȲȺƵǶǏخ�§ɐɈ�ǞɈ�
ƮȌɩȁ�Ȍȁ�ɯȌɐȲ�ƧƊǶƵȁƮƊȲخ�XǏ�ɯȌɐ�ƮȌȁٚɈ�ȺƧǘƵƮɐǶƵ�ɈǘƵ�ɈǞǿƵة�ǞɈ�ɩǞǶǶ�ȁƵɨƵȲ�ǿƊǐǞƧƊǶǶɯ�ǘƊȯȯƵȁخ��Ɉ�ǏǞȲȺɈ�
ɯȌɐ�ǿƊɯ�ƦƵ�ƧȌȁƧƵȲȁƵƮ�ƊƦȌɐɈ�ɩǘƵȁ�ɯȌɐٚǶǶ�ǏǞȁƮ�ɈǘƵ�ɈǞǿƵخ�ÀǘƵ�ǞȲȌȁɯ�ǞȺة�ɯȌɐٚǶǶ�ƊƧɈɐƊǶǶɯ�ȺƊɨƵ�ɈǞǿƵ�Ʀɯ�
ɈƊǲǞȁǐ�!ǶƊȲǞɈɯ� ȲƵƊǲȺخ�àǘƵȁ�ɯȌɐ�ƊȲƵ�ƧǶƵƊȲ�ƊƦȌɐɈ�ɯȌɐȲ�ƦǞǐǐƵȲ�ȌƦǯƵƧɈǞɨƵȺة�ɯȌɐ�ǐƊǞȁ�ɈǘƵ�
ƧȌȁǏǞƮƵȁƧƵ�ɈȌ�ȺǞǿȯǶǞǏɯ�ȯȲȌƧƵƮɐȲƵȺ�ƊȁƮ�ƧȲƵƊɈƵ�ƵǏǏǞƧǞƵȁƧǞƵȺخ

wǞȁǞǿǞɹƵ�ƮǞȺɈȲƊƧɈǞȌȁȺ�ƊȁƮ�ƊǶǶȌɩ�ɯȌɐȲȺƵǶǏ�ɈȌ�ǯɐȺɈ�ɈǘǞȁǲخ

ÇȺƵ�ɈǘǞȺ�ȺƧǘƵƮɐǶƵƮ�ƦȲƵƊǲ�ɩǞȺƵǶɯة�ɈǘȌɐǐǘخ�ÀǘǞȺ�ǞȺ�ȁȌɈ�ɈǞǿƵ�ɈȌ�ƧƊɈƧǘ�ɐȯ�Ȍȁ�ƵǿƊǞǶ�ȌȲ�ƧȌǿȯǶƵɈƵ�Ɗ�
ɈȌٌƮȌ�ǶǞȺɈخ�XɈٚȺ�ɈǞǿƵ�ɈȌ�ɈǘǞȁǲة�ɈȌ�ȺƵƵ�ɈǘǞȁǐȺ�ƧǶƵƊȲǶɯ�ƊȁƮ�ȲƵȺɈȌȲƵ�ɯȌɐȲ�ƧȌȁǏǞƮƵȁƧƵخ�IƊƧƵƮ�ɩǞɈǘ�Ɗ�
ƦǶƊȁǲ�ǶƵǐƊǶ�ȯƊƮ�ȌȲ�ǯȌɐȲȁƊǶة�ɩǞɈǘ�ȁȌ�ƊǐƵȁƮƊة�ȁȌ�ǞȁɈƵȲȲɐȯɈǞȌȁȺ�ȌȲ�ƮǞȺɈȲƊƧɈǞȌȁȺة�ɯȌɐٚǶǶ�ƦƵ�
ƧǘƊǶǶƵȁǐƵƮ�ƊɈ�ǏǞȲȺɈ�ɈȌ�ƊƧɈɐƊǶǶɯ�ɈǘǞȁǲخ�ÇȺƵ�ɈǘƵȺƵ�!ǶƊȲǞɈɯ� ȲƵƊǲ�ȱɐƵȺɈǞȌȁȺ�ǐƵɈ�ȺɈƊȲɈƵƮخ

!ǶƊȲǞɈɯ� ȲƵƊǲ�©ɐƵȺɈǞȌȁȺ

ا XȺ�ɈǘƵ�ßǞȺǞȌȁ�ƊȁƮ�§ǶƊȁ�ǏȌȲ�ɈǘƵ�ƦɐȺǞȁƵȺȺش��ƮƵȯƊȲɈǿƵȁɈ�Ȍȁ�ɈȲƊƧǲد
ا àǘƊɈ�ǞȺ�ɈǘƵ�ȁɐǿƦƵȲ�ȌȁƵ�ǐȌƊǶد
ا �ǿ�X�ǏȌƧɐȺǞȁǐ�Ȍȁ�ɈǘƵ�ǿȌȺɈ�ǞǿȯȌȲɈƊȁɈ�ɈǘǞȁǐȺد
ا (Ȍ�X�ǘƊɨƵ�ɈǘƵ�ªǞǐǘɈ�§ƵȌȯǶƵ�Ǟȁ�ɈǘƵ�ªǞǐǘɈ�²ƵƊɈȺ�ɈȌ�ǐȲȌɩد
ا àǘƊɈ�ǞȺ�ɈǘƵ�ȌȁƵ�ٗȯƵȌȯǶƵ�ǿȌɨƵ٘�ɈǘƊɈ�X�ǿɐȺɈ�ǿƊǲƵ�ɈǘǞȺ�ȱɐƊȲɈƵȲد
ا RȌɩ�ȺɈȲȌȁǐ�ǞȺ�ǿɯ�ƦƵȁƧǘد
ا XǏ�X�ǶȌȺƵ�Ɗ�ǲƵɯ�ȯǶƊɯƵȲة�ƮȌ�X�ǘƊɨƵ�ȺȌǿƵȌȁƵ�ȲƵƊƮɯ�ɈȌ�ǏǞǶǶ�ɈǘƵ�ȺƵƊɈد
ا �ȲƵ�ǿɯ�ȯȲȌƧƵȺȺƵȺ�ɩȌȲǲǞȁǐ�ɩƵǶǶد
ا àǘƊɈ�ȺƵƵǿȺ�ȌɨƵȲǶɯ�ƧȌǿȯǶǞƧƊɈƵƮ�ɈǘƊɈ�ǿɐȺɈ�ƦƵ�ȺǞǿȯǶǞǏǞƵƮد
ا (Ȍ�X�ɐȁƮƵȲȺɈƊȁƮ�ɩǘƊɈ�ǿɯ�ƮǞȲƵƧɈ�ȲƵȯȌȲɈȺ�ɈȲɐǶɯ�ǶȌɨƵ�ɈȌ�ƮȌ�ƊȁƮ�ƊȲƵ�ǐȲƵƊɈ���ƊɈ�ƮȌǞȁǐد
ا �ǿ�X�ǶƵɨƵȲƊǐǞȁǐ�ɈǘƵǞȲ�ȺɈȲƵȁǐɈǘȺد
ا àǘƊɈ�ƧƊȁ�X�ƮƵǶƵǐƊɈƵ�ɈȌ�ȌɈǘƵȲȺ�Ǟȁ�ȌȲƮƵȲ�ɈȌ�ɐȺƵ�ǿɯ�ɈǞǿƵ�ǿȌȲƵ�ƵǏǏƵƧɈǞɨƵǶɯد
ا àǘƊɈ�ƧƊȁ�ɩƵ�ƮȌ�ɈȌ�ƦƵ�ǿȌȲƵ�ȯȲȌƊƧɈǞɨƵ�ɨƵȲȺɐȺ�ƦƵǞȁǐ�ȲƵƊƧɈǞɨƵد
ا àǘƊɈ�ƧƊȁ�X�ƮȌ�ɈȌ�ǞǿȯȲȌɨƵ�ƧȌǿǿɐȁǞƧƊɈǞȌȁد
ا àǘƊɈٚȺ�ǿɯ�ɈȌȯ�ȯȲǞȌȲǞɈɯ�ɈǘǞȺ�ɩƵƵǲد�ÀǘǞȺ�ǿȌȁɈǘد

ÀȌȌǶƦȌɮ
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Toolbox

EOS MODELTM
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ÀȌȌǶƦȌɮ

GWCTM

If they are not, you will be frustrated, they will be frustrated, and, as a result, you will never be 
able to completely delegate and elevate. You will always be forced to do their work and will not 
be able to let go of the vine.

Xȁ�ȌȲƮƵȲ�ǏȌȲ�ȺȌǿƵȌȁƵ�ɈȌ�ƦƵ�Ǟȁ�ɈǘƵ�ȲǞǐǘɈ�ȺƵƊɈة�ɈȌ�ȺɈƵȯ�ɐȯة�ƊȁƮ�ɈȌ�ɐǶɈǞǿƊɈƵǶɯ�˛ǶǶ�ɈǘƵ�ȌȯƵȁǞȁǐ�ɯȌɐ�
have created, he or she must get it, want it, and have the capacity to do the job. If any one of the 
three is a “no,” it is never going to happen... 99.9 percent of the time.

FUNCTION 
NAME

Do all of the neurons in his or her brain connect when you explain and they do the job?

Does he or she get all of the ins and outs of the position?

Not everyone gets it, and it’s not a bad thing. He or she just needs to be in a different seat.

Does he or she genuinely want to do the job?

Does he or she get up every morning wanting to do it?

You can’t pay, motivate, force, or beg him or her to want it. He or she has to want it on
his or her own.

Sometimes people get it and have the capacity, but just don’t want it anymore.

Does he or she have the mental, physical, spiritual, time, knowledge and emotional
capacity to do the job?

Sometimes this one is negotiable. While not getting it or wanting it are deal-killers, a
problem of capacity can be solved, although rarely. If you believe the person can gain the
capacity and you are willing to invest the time, resources, and energy for him or her to do so,
do it. It is just that most growing organizations don’t have the luxury of waiting one to three
ɯƵƊȲȺ�ǏȌȲ�ȺȌǿƵȌȁƵ�ɈȌ�ǐƊǞȁ�ɈǘƵ�ƧƊȯƊƧǞɈɯ�ƊȁƮ�ȁƵƵƮ�ɈǘƵ�ȺƵƊɈ�˛ǶǶƵƮ�ƧȌǿȯǶƵɈƵǶɯ�ȁȌɩخ



THE ISSUES SOLVING TRACK™
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Toolbox

KOLBE PROFILING

Set aside on uninterrupted hour to fully get the value of the Kolbe.

Go to the Kolbe website at www.kolbe.com

Click on the “Take the Kolbe A index”; it will take you directly
to the index.

After you take the Index, you can create a profile and review
your results.

Spend 20 minutes reviewing your results and be sure to listen
to the audio clips on the appropriate screens.

At the end of the “Time and Energy” section, under “Expand
Your Horizons,” is a link for you to order the audio book that
further discusses your specific natural strengths. Make sure to 
listen to it at least twice. These audios are also available on CD.

Print out your results and bring them to your next session. 
To print or e-mail your results, click on the share icon at the
top-right of your results page.
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Toolbox

THE LEVEL 10 MEETINGTM

Day: Time:

Agenda:

Segue

Scorecard

Rock Review

Customer / Employee Headlines

To-Do List

IDS

Conclude
     Recap To-Do List
     Cascading Messages
     Rating (1-10)

5 Minutes

5 Minutes

5 Minutes

5 Minutes

5 Minutes

60 Minutes

5 Minutes
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Toolbox

THE 5 LEADERSHIP PRACTICES

!ȲƵƊɈǞȁǐ�ɈǘƵ�ȌȯƵȁǞȁǐ

��ƧȌǿȯƵǶǶǞȁǐ�ɨǞȺǞȌȁ

ßشÀ�Àw

ªƵȺȌɐȲƧƵȺ

ÀȲƊǞȁǞȁǐ

ÀƵƧǘȁȌǶȌǐɯ

§ƵȌȯǶƵ

ÀǞǿƵ�ƊȁƮ�ƊɈɈƵȁɈǞȌȁ

(ƵǶƵǐƊɈƵ�ƊȁƮ�0ǶƵɨƊɈƵÀw�

Jà!Àw

!ȌǿȯƊȁɯ�ɨǞȺǞȌȁـ�ßشÀ�Àwف

wɯ�ƊƧɈǞȌȁȺ

wɯ�ƮƵƧǞȺǞȌȁȺ

àƊǶǲ�ɈǘƵ�ɈƊǶǲ

!ȌǿȯƊȁɯ�ȁƵƵƮȺ�˛ȲȺɈ

ٗ�ȁ٘�ɈǘƵ�ƦɐȺǞȁƵȺȺ�

!ȲƵƊɈǞȁǐ�ƧǶƊȲǞɈɯ�

§ȲȌɈƵƧɈǞȁǐ�ǿɯ�ƧȌȁ˛ƮƵȁƧƵ�

(ƊǞǶɯة�ɩƵƵǲǶɯة�ȌȲ�ǿȌȁɈǘǶɯ�

 ǶƊȁǲ�ǶƵǐƊǶ�ȯƊƮ
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Toolbox

THE 5 MANAGEMENT PRACTICES

Mine and theirs

Roles, Core Values, Rocks, and measurables

The 5-5-5TM

The People AnalyzerTM (Core Values and GWCTM) 

Give positve and negative feedback quickly (24 hours)

Criticize in private, praise in public

Be their boss, not their buddy

The Three-Strike Rule

Even exchange of dialogue

Reporting measurables

Keeping the circles connected

Me and them

You Know what is on each other’s mind (no assumptions)

2 emotions

Question-to-statement ratio
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MEETING PULSETM

The moment of truth

Routine, heartbeat, spike, cadence

Right hand... left hand

Same day, same time, same agenda, starts on time and ends on time

Keep the circles connected

Company Vision

1-Year Plan

Review V/TOTM and previous quarter’s Rocks

Establish next quarter’s Rocks

Resolve key issues

Numbers and Rocks on track

Employee and customer satisfaction

Resolve issues

Toolbox
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QUARTERLY ROCK SHEETTM
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Toolbox



WHO MEASURABLES GOAL 1-Mar 8-Mar 15-Mar 22-Mar 29-Mar 5-Apr 12-Apr 19-Apr 26-Apr 3-May 10-May 17-May 24-May

TOOLBOX
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COMPANY SCORECARD
WEEK BEGINNING
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