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PRAISE FOR ISSUES

“Issues is built on a proven model with clarity around the next steps to grow your business. The approach drives improved communications, creates a transparent organization, and builds the foundation for the most important result: growth.”

—Rhoda Olsen, vice chair of the board of directors for Great Clips, Inc.

“I’ve personally witnessed how Sue Hawkes’s guidance through the EOS process is beneficial and impactful, and with co-authors Mark O’Donnell and Jill Young, she expands on this careful and strategically sound approach in Issues. One of the most organized and insightful people I’ve ever met, Sue’s clear communication style makes learning this process even easier.”

—Merrilee Kick, founder and former CEO of BuzzBallz/Southern Champion LLC

“Issues are the invisible friction that slows down greatness. In Issues, Hawkes, O’Donnell, and Young show you how to unleash the full potential in your team, making each day more effective and each quarter more profitable. Your human capital is your most valuable capital and Hawkes, O’Donnell, and Young’s wise words help you tap its full potential.”

—Lewis Schiff, chairman of the board of Birthing of Giants and author of Business Brilliant

“Issues resolution has always been THE ISSUE! This book is a wonderful set of principles that (applied diligently!) can move any business forward.”

—Andy Byma, president of Weather Shield Roofing Systems

“Entrepreneurs don’t lack ambition; they get stuck in messy issues. With decades of EOS wisdom, O’Donnell, Hawkes, and Young show you exactly how to work through them—quickly, decisively, and collaboratively—so your team grows stronger with every challenge. Consider this your guide to turning friction into fuel.”

—Shannon Waller, author of The Team Success Handbook and Multiplication by Subtraction

“Issues strips away the noise and shows what actually works. O’Donnell, Hawkes, and Young offer a grounded, real-world system for solving problems quickly and running a healthier, more aligned organization.”

—Camille Burns, CEO of the Women Presidents Organization

“I’ve seen firsthand how EOS helps leaders across the roofing industry tackle challenges head-on. Issues brings that same clarity and energy, offering practical tools that transform frustration into momentum and growth. This book reflects Hawkes, O’Donnell, and Young’s commitment to building high-trust teams and solving problems fast—an invaluable resource for any organization striving for greatness!”

—Jon Gardner, senior leader of strategic partnerships and learning and development at Owens Corning

“There is a reason that the Issues List takes 60 minutes of the weekly L10. If a company can identify the key issues and quickly solve them, it is on the winning path. O’Donnell, Hawkes, and Young show you how to do that very thing. This book demystifies the EOS Issues List and turns it into your team’s most powerful problem-solving weapon—clear, practical, and immediately usable. A must read for any leader who wants fewer distractions, better decisions, and a team that actually solves problems instead of just talking about them. Leaders who truly put their people first will find in these pages a practical way to face issues together and move everyone forward.”

—David Mann, managing partner and cofounder of The Firefly Group

“I’ve seen over and over that you will never get the right people in the right seats if you don’t first get great at solving issues. Issues gives leaders the missing muscle: the courage, tools, and discipline to surface the real people issues, cut through the “nice,” and make clear, right-seat decisions for the greater good of the company. If you’re serious about building a team of A-players in every seat—not just rearranging the accountability chart—this book will show you how to remove the friction that’s holding your best people (and your business) back.”

—Jonathan Reynolds, CEO and Visionary of Titus Talent Strategies
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FOREWORD

I once wrote an article entitled, “My Greatest ‘AHA’ After 2,000 EOS Sessions.” Its purpose was to get to the heart of what makes a business great. Not just okay. Not even merely good. Truly great.

Those 2,000 EOS sessions represented almost 14,000 hours in a session room with more than 135 teams. After all of that time, the answer was 100 percent clear to me (and still is). A great company is the by-product of a strong Leadership Team. Period. There isn’t even a close second.

That naturally leads to a follow-up question. What do great Leadership Teams have in common? I defined seven characteristics that I had observed:


	They Have Rock Stars in Every Seat on the Leadership Team

	They Are 100% on the Same Page with the Vision and Plan

	They Speak One Language

	They Are Open and Honest

	They Are Fanatical About Resolution

	They Treat Each Other as Equals

	They Possess the Secret Sauce (they love each other)



Of those seven, this book goes to the absolute core of two of them. Here’s how I described them in my article:


Great Leadership Teams Are Open and Honest: The most successful companies have Leadership Teams that are comfortable with conflict. They don’t hold back, they call out every issue, and they comfortably discuss them until they are resolved in one sitting.

Great Leadership Teams Are Fanatical About Resolution: A strong Leadership Team, after calling out all of the issues, is fanatical about resolving them. They typically solve 5 to 15 issues every week in their weekly meeting and 30 per quarter in their quarterly planning sessions, regardless of whether it’s a people issue, a new idea, an opportunity, or a business problem. For strong Leadership Teams, issues never linger.



The book you hold in your hands travels deeply down the path of exactly how the Leadership Team of a business can become the kind of team that never lets issues linger. As my friends and colleagues Mark O’Donnell, Sue Hawkes, and Jill Young say right from the start: The biggest epidemic that plagues businesses is a failure to solve issues fast and permanently.

That “fast and permanently” part matters. A big part of my passionate drive to understand and teach the world the art and science of running a truly great business meant creating powerful tools that leaders could apply efficiently under daily pressure. Tools that would drive true, lasting change.

Too many businesses settle for the flavor-of-the-month “solution,” only to see it fall flat when they grasp for the next thing the following month. Out of my drive to give business owners something that would actually work came EOS (the Entrepreneurial Operating System). Through a lot of trial and error, I discovered the Six Key Components that every great business needs to strengthen to be great. Today, EOS has a global following that includes more than 850 EOS Implementers and an organization helping hundreds of thousands of companies around the world run on EOS.

The Issues Component was born in part from my observation that leaders were exhausting and demoralizing themselves and their entire organizations by letting the same problems hang around. Doing so kills the spirit, kills profits, and sometimes even kills the company.

I created the Issues Solving Track a year and a half into working with clients. After 18 months of watching multiple teams discuss the heck out of everything but rarely identify the root issue or solve it, the solution hit me like a flash of light. In a fit of rage, as I lovingly like to describe it because it was frustrating to watch. I urged the team to take a few steps back and follow the Identify-Discuss-Solve (IDS) process for solving their issues, and it worked. Over and over again. Every time. This book is that process, and I’m grateful to Mark, Sue, and Jill for bringing it to life. It was a true joy to be the book’s first reader. They nailed it!

Mark, Sue, and Jill rightly encourage you to not just think about the Issues Component tools, not just to implement them half-heartedly, but to completely obsess over them.

This returns to my earlier description: The best Leadership Teams are fanatical about resolution, meaning that they obsess about resolving issues fast and permanently. And the simple but powerful tools outlined in the following seven chapters are your shortest distance to growing your own fanatical team of resolution experts. Spend time with this book and deeply absorb its lessons, then obsess about making it happen in your own company.

The payoff will be enormous. Great Leadership Teams live a life of freedom. This freedom isn’t only financial; it’s that wonderful feeling of freedom that happens when you choose to truly be in charge of your business.

The only other choice is to allow problems, outside forces, and the whims of luck to be in control. That choice will exhaust you and your business. Ironically, when you take full responsibility for your issues, you’ll find your luck increases too.

That’s really what it comes down to: Choose freedom through the discipline of issue solving, or choose the oppression and anxiety of chronically unresolved issues.

The authors have masterfully laid out every practical tool and mindset you need to make the leap to greatness. The only thing none of us can do is make the choice for you.

Gino Wickman

Author of Traction and Shine

Creator of EOS®




CHAPTER 1
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THE SECRET GREAT TEAMS KNOW

This book has the cure for the biggest epidemic that wears down businesses: a failure to solve issues fast and permanently.

This epidemic is serious enough that some businesses die from it—unfortunately, we’ve witnessed it. For other businesses, it may not be quite fatal, but it destroys growth and momentum. By failing to confront issues productively, these organizations just muddle along, never reaching their potential, stuck hitting the same ceiling over and over.

Not solving issues does obvious harm to profits. As bad as that is, this epidemic spreads beyond your bottom line. It also can create a demoralized culture of dissatisfaction and misery within your team.


WHAT DO WE MEAN BY “ISSUES”?

Right from the start, it is crucial to define clearly what we mean by the word “issues.” Is it just another word for problems?

Problems are part of it, but it’s much more than those. Issues are problems, challenges, obstacles, and also opportunities and new ideas that are worth your attention.

Think of issues as any kind of friction or trapped energy that, if solved, would unleash more growth and make your team and your business demonstrably better, either immediately or over time. One good way to find your most significant issues is to consider what (or who) is consistently ticking you off. But issues aren’t just about what is frustrating you. Issues also refer to ideas and opportunities that you see and capitalize on.

It’s also important that you adopt a particular mindset when you hear the word “issue.” It should inspire a detached approach, so that you come at an issue with more objectivity and less emotion. Obstacles, problems, and opportunities aren’t reasons for getting upset. Rather, say, “It’s just an issue,” and solve it.

The book Traction nails it: “It’s normal to have issues. The sooner that you can admit that you have them and not view that as negative thinking or some kind of weakness, the faster you will move forward.”



For your people, leaving issues unsolved can feel like being stuck in an echo chamber. The same meetings that solve nothing. The same individuals bouncing off each other repeatedly, without anything ever changing. In these conditions, is it any wonder many businesses struggle with a lack of enthusiasm or proactive energy?

[image: image]

Forget innovation—people are just trying to survive another boring meeting or weather another customer crisis. New challenges are hard to tackle when you can’t even solve the old ones.

If that all sounds kind of dark, it can be. Businesses can crash and burn over one big issue they refused to face and solve. Failing to conquer issues permanently can start to feel like the famous definition of insanity: “doing the same thing over and over again and expecting different results.” This can make day-to-day experiences within a business miserable.
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Here’s the thing, though. This situation is far from hopeless. There are teams who have learned the tools that solve


STOP HIDING



	Hiding from the truth about what is at the root of an issue.

	People hiding from accountability or the risk of new ideas.

	Leaders hiding from clarity behind indecisiveness and disorganized messages.

	Hiding from what you really want and being afraid to say it out loud.
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ANOTHER MEETING . . . UGH



	Your meetings seem more about endlessly describing problems, challenges, and opportunities, but not solving them. Meetings become a rehashing of stories or an exercise in excuses and justifications that keep us stuck.

	There are a lot of “if only this” or “if it weren’t for that”– type statements. The bulk of your discussion focuses on the surface-level symptoms. Rarely are the meeting participants in danger of coming close to directly confronting the root of the issue.

	The person who should be leading the discussion, the one most responsible for the issue under scrutiny, hangs back and never seems to contribute anything meaningful toward a real solution.

	Meeting participants rush right to throwing out guesses and seeking consensus instead of starting by searching for the root of the issue at hand.





	The leader of the meeting gets frustrated with the lack of progress toward a solution, and announces a snap decision on the spot. You can be sure a “solution” like this will not be permanent. Or . . .

	The discussion loses steam and everyone agrees on a vague idea about what might make the issues better, or maybe just agrees that more information is needed. Nothing is settled and there are no clear, concrete next steps. Or . . .

	The meeting ends because it runs out of time, but then there is a “meeting after the meeting” where a smaller number of like-minded people gather to complain about other attendees and talk about the real issue in a more honest way.
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	People often sit there thinking, “This meeting is a waste of time.”

	A typical thought is, “We could have handled this with a quick email exchange.”

	Pre-meetings happen frequently, where the real decisions are made, and the actual meeting turns into a box-checking exercise.

	There are too many people in meetings because leaders aren’t taking control of who should really be in the room.

	The real issues are being discussed quietly by smaller groups after the meeting.

	Your meetings have a town hall atmosphere. Everybody feels like they need to stand up and spout, even if they have nothing much to say.

	You often get to the end of what feels like a productive, lively meeting but then realize no decision has been made and no specific action will result.

	Your meetings are low-energy affairs: dull, stale, and boring. (Hint: This is because no one is actually bringing forward or confronting issues.)

	One or two people tend to dominate the conversation, often repeating themselves and bickering unproductively.

	Most of all, many meetings make everyone think, “I’ve gone to this same meeting over and over and over again!”








EOS AND THE ISSUES COMPONENT
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THE HEART OF THE ISSUES COMPONENT




THE TWO TOOLS












































HOW THE ISSUES COMPONENT ALIGNS WITH THE OTHER KEY COMPONENTS



















NO ISSUES? THEN YOU REALLY HAVE ISSUES.
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GO AHEAD, GET COMPLETELY OBSESSED
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ISSUES ARE A GIFT


BUT WHAT IF . . .
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AND WHAT IF . . .


AND, FINALLY, WHAT IF . . .




THE CULTURE YOU MUST BUILD IF YOU WANT THIS TO WORK
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