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Praise for
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“The first time I heard Annie speak about leadership and team building was a near-mystical experience for me. I immediately knew that I needed her help to grow the functionality of my team. That was nearly a decade ago, and since then Annie has had a profound positive impact on my business. Now she’s finally put her wisdom and practical approach into a book, and The People Part delivers. It starts with the first principles that most every other leadership book glosses over. This is a nutrient-dense book that will show you how to build a responsive and productive team.”

— Jeff Walker, #1 New York Times best-selling author of Launch

“The productivity of your business, the effectiveness of your algorithms, your business’s ability to grow—it comes back to how well you’re able to get effective teamwork driving results. And Annie Hyman Pratt knows how to build teams that drive results. From having a visionary master plan that creates powerful team alignment, to helping your people reach their highest performance potential, this book can help you become the type of leader who attracts a growth-focused dream team. The people part of business is arguably the most important part . . . and with Annie’s help, you can have an amazing team working together to achieve the results you want.”

— Joe Polish, founder of Genius Network

“Annie’s groundbreaking work in the area of team and leadership development helped our business undergo a remarkable transformation from one that Jim Collins would describe as ‘A genius with a thousand helpers’ to one led by a highly collaborative, incredibly cohesive team of senior leaders. Simply put: If you are an entrepreneur, small business owner, or leader in your company, read this book. It will transform your business—and possibly even change your life—forever.”

— Ryan Levesque, five-time Inc. 5000 CEO of The ASK Method Company and #1 national best-selling author

“I’ve relied on Annie Hyman Pratt’s guidance every step of the way to build my business. The tools and methodologies captured in this book allowed me to step away from day-to-day operations and focus on high-level strategy, while empowering my team to play at their best and get recognized for it. We are now both a thriving organization and a successful company and we have Annie to thank.”

— Susan Peirce Thompson, Ph.D., founder and CEO of Bright Line Eating

“Annie’s approach to managing people has transformed our business here at Hay House and my life as the CEO. Let her help you and your business too.”

— Reid Tracy, CEO of Hay House, Inc.
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INTRODUCTION

Why the People Part Matters

“You’re working on all the wrong things! If you’d prioritize better, I’m sure you could get it all done!”

My good friend Carol, an entrepreneur with a big heart and even bigger ambition, had reached her boiling point. Her successful health coaching company was in the midst of a rapid growth spurt. Her team was working hard to deliver consistently great service and to keep customers from being affected by the company’s growing pains—but mistakes were being made and Carol’s confidence in her team was starting to wane.

Feeling frustrated with the tumult in the business operations, Carol had decided to attend a business productivity conference that focused on metrics and dashboards. She had just returned and was fired up to make change happen, NOW. She’d always known she should track important numbers, but the team never seemed to have time to get the numbers together. The information at the conference was excellent, and Carol became convinced that these tools would not only enable her to directly manage the business’s growth but also make her team significantly more productive and effective.

For more than a year, she had felt almost powerless to make changes in her business, because her team was always stuck in overwhelm and running behind. It seemed that every time she brought forward a new idea or improvement that she wanted implemented, she was met with an impenetrable wall of resistance. Sometimes it felt like she was just watching her team fail, because she didn’t have the courage to confront them with stronger demands. She had to do something different or eventually her whole business would fail. And truth be told, she was flat-out angry that her business wasn’t performing better. On the drive home from the conference, she decided that she would demand that the metrics be put in place and not allow the team to put her off again. If they couldn’t accomplish her request, maybe it would provide the clarity she needed to definitively decide whether she had the wrong team. So she called an immediate team meeting and shared the conference information and materials.

From the start, the meeting was tense. But Carol, anticipating pushback from her team, was ready to fight for what she wanted. She shored up her inner resolve and insisted, “We’ve got to have metrics. I must be able to see how our business is performing at all times. I’m flying blind right now and this must stop! In fact, if we had a working dashboard, we’d be way ahead of where we are now.” Andrew, Carol’s operations leader, raised his hand to speak, but she pushed ahead, “We’ve got to do it now, and by ‘now’ I mean this week. And don’t tell me that you’re all too busy; you can easily prioritize better, because this is far too important to put off.”

Andrew, having the most in-depth understanding of what the team was working on, found his mind flooding with conflicting priorities. He wanted to deliver an outstanding dashboard that would provide exactly what Carol requested. For more than a year, he too had been thinking they needed to measure and track certain numbers to decrease their costs without diminishing their clients’ satisfaction. But Andrew knew that Carol’s request couldn’t be easily delivered; if it were easy, he would have done it months ago when he first thought of it. In order to get accurate and useful metrics for every department, many of the company’s systems would need to be upgraded, making the project bigger and more complex than Carol likely understood. Bottom line, the team had more critical improvements to make before they could devote time and energy to creating a dashboard.

Before Andrew could sort out his thoughts and decide how best to respond, Carol left the room, allowing no space for discussion. Andrew and the team were already facing major challenges to meet the upcoming product launch deadline and now faced a new wrinkle. They didn’t want to disappoint Carol, but something would have to give. The question was what.

Neither Carol nor Andrew knew how to effectively raise, discuss, and work through this difficult situation. As Andrew began planning how to circle back and address the issue with Carol, he remembered how a similar situation had backfired not long before—Andrew had raised challenges he saw on the horizon and Carol had exploded with anger. After the immediate flareup, Carol had reluctantly adjusted her expectations to accommodate Andrew’s concerns. But what haunted him now was that the conflict had significantly damaged their relationship, and it took months to return to normal. Andrew felt he couldn’t handle the consequences of another conflict.

In the end, neither of them tried to have the much-needed conversation, because they both believed it would go badly. Absent a better solution, the team resigned themselves to trying their best to build the dashboard that Carol wanted without falling further behind in the product launch preparations—even though they all knew that they wouldn’t succeed.

The net result? As everyone expected: big disappointment all around. The product launch was not only late, it underperformed by a lot. The dashboard was up, but it was missing data and full of errors. Both things got done—but poorly. Team morale was lower than ever. Carol was blaming Andrew and wanted to fire him; Andrew was blaming Carol and wanted to quit.

However, neither of them was in a position to act on those desires. Carol couldn’t run her business without a leader as skilled and experienced as Andrew—she had grown past that point years earlier. To recruit, hire, and train a replacement would be slow and expensive, and the company likely couldn’t survive that. Andrew had a young family and wasn’t in a position to be without an income; finding a new executive position could take many months and might even require a move. Besides, he had invested major “career capital” in Carol’s business, learning unique skills that weren’t obviously valuable to another company, likely resulting in a pay cut. They were at a painful impasse.

PEOPLE ARE THE PROBLEM—AND THE SOLUTION

If we take a step back and look at the roles and business needs, Carol and Andrew were actually quite a good fit. They were both driven, hardworking, and strong critical thinkers. They both had long track records of demonstrated success. And they each had a unique, expert skill set that complemented the other’s.

So what went wrong here? How could these leaders, who were both highly invested and shared a common desire for the business to succeed, have created such a dysfunctional relationship in which communicating, collaborating, and problem-solving weren’t possible? Why would they behave in ways that deep down they knew would fail? It’s as if all of their capabilities, experience, and ability to think clearly had evaporated when the stress got high!

It seems that way because that’s exactly what happened: All good critical thinking went off-line and they reacted from their emotions instead. The reality is that this is a common occurrence when working with humans. A friend of mine summarizes the experience quite succinctly: “People, people, people!” (punctuated with an eye roll). People often behave in unproductive ways, even when they’re accomplished professionals, and even when they know it will make things worse, not better.

As human beings, we’re emotional, reactive, messy, and fallible. We are much less often in conscious control of our thoughts and behavior than we like to think. We tire easily and are slow to change, but fast to acquire bad habits. And maybe worst of all, when a situation is high-stakes, and challenging (as often happens in business), in moments when we most need to control our own thinking, behavior, and communication—we can’t do it. In fact, we’re biologically wired to automatically react without thinking.

I’ve spent 30 years observing how people interact and function in a wide range of businesses, and I’ve never met a company leader or team member who didn’t have at least a few disaster stories in which people’s behavior was the root problem. In this situation, Carol and Andrew were both behaving in very human ways: Carol was frustrated and impatient with her team, longing for a time long past when she could just do it all herself. Andrew was exhausted and burned out, hardly able to remember a time when he felt successful in his role. They were focused on valuable but conflicting goals—putting metrics in place to boost results versus stabilizing things before introducing more change.

When leaders and teams don’t work together effectively, they assume the other people involved are doing something wrong, are on the wrong track, or are downright incapable. But the reason Carol and Andrew failed could not be summed up in some fuming reflection on team member incompetence, nor could the answer be found in any balance sheet or dashboard, no matter how many key performance indicators it contained. The answer was simply that neither of them had the skills to work effectively with each other and the rest of the team or to maintain their equilibrium under pressure enough to keep the business moving toward the goals they all shared.

In my career as a business and leadership consultant, I’ve seen this dynamic play out in countless iterations. I’ve coached solopreneurs, entrepreneurs, corporate executives, and industry leaders on how to look beyond systems and processes and learn to work effectively with the human beings who make their business run. I’ve worked with them to solve their biggest dilemma: “How can I activate my team’s driven, hardworking, critical-thinking, and creative qualities in my business without getting tripped up by all the reactive, difficult, messy parts?” I’ve developed a set of tools to help them turn their people from their most perplexing challenge to their greatest resource and opportunity. I call this powerful tool kit the People Part, and whether you’re a CEO, an entrepreneur getting a new business off the ground, or a leader within a larger company, I’ve written this book to put these same tools in your hands.

HOW I DISCOVERED THE PEOPLE PART

My story in business starts with the family business that hugely influenced every part of my life. As you read the next few pages, you’ll see how my journey progressed through some of the classic phases of entrepreneurial business growth—probably some you’ll recognize from your own experience—and also gave me a crash course in how to work (or how not to work) with the people around me.

My father, Herbert Hyman, a widely recognized and successful entrepreneur, was a visionary willing to take risks who had a gift for seeing opportunities from being in tune with the demands of the market. He was an ambitious, demanding parent with high standards, and the expectation was that if I wanted to work in the family business, I would get on board and follow his lead—which I did, at first.

As an undergraduate at UCLA, my father started his first business supplying sorority and fraternity houses with vending machines. It was so successful that he dropped out of UCLA just a few credits shy of graduation. He sold that business and then, witnessing the office building boom, in 1963 started an office coffee service in and around Los Angeles.

In 1966 he met my mother, Mona, and quickly married her, recognizing the gem he had found. On their honeymoon in Sweden (my mom’s home country), my father tasted European coffee for the first time and had an epiphany. In 1968 that epiphany led my parents to open their first gourmet coffee store in Brent-wood, California. My father and mother sold imported, freshly roasted, specialty coffee beans from behind the oak cabinets and countertops he made himself. This was years before you could buy imported, gourmet-quality coffee beans and well before the cappuccinos, lattes, and specialized coffee drinks that caught fire in the late 1980s and early 1990s. With its quality coffee and Hollywood-native celebrity customers, the store, The Coffee Bean, was distinct, before its time, and an instant success.

Over the next decade, the family business grew, and with the addition of exotic teas, it was named the Coffee Bean & Tea Leaf. As my parents rapidly added more stores, they faced many challenges in hiring and retaining talented store managers. As a teenager, I was steeped in the problem-solving discussions that were frequent features of dinner table conversation, including everything from coffee roasters to manager revolts. Without even realizing it, I was beginning my own business management education, and I hadn’t even graduated high school!

While I was studying for college entrance exams, one issue started to stand out for my parents—the higher-performing managers were asking for more autonomy and authority than my father was willing to give. His traditional management model? You probably guessed it: top-down authority. Naturally, he had very strong opinions on how his stores should be operated, which created conflict with managers who wanted to do things differently, driving more than a few of them to quit. But in the 1960s and 1970s, his more authoritarian management model and leadership style was the norm and still able to sustain the business.

Impacts from a Changing Business Environment

Once the gourmet coffee beverage revolution hit at the end of the 1980s, bringing those lattes and cappuccinos with it, the business changed so dramatically that my parents couldn’t keep up. They were feeling the impact of some big external factors, such as quickly increasing demand. The suburbs had mushroomed, with everyday commutes into the city becoming commonplace. Women who used to be at home making coffee were now entering the workforce with new careers. Busier than ever, women, just like men, were buying coffee on their way to work and creating even bigger demand.

But more than that, coffee began to occupy a different space in American life. My father was standing at the ready for when coffee morphed from a wake-me-up that “got the job done” to an affordable luxury and well-deserved treat, and a life experience that was meant to be explored and savored. The company’s priority and challenge: quality coffee beans first—brew it up best—keep the pace and go with the flow!

To illustrate the change, in 1986 (before the coffee revolution exploded from Seattle to Los Angeles) on a good day, we sold $200 worth of coffee drinks at the “bar” counter, and $2,000 worth of beans and loose-leaf tea. By 1992, that ratio had completely flipped, and we had long lines of loyal customers waiting for our original Ice Blended Mochas (yes, we invented those). I had no idea that our store volumes would triple and quadruple in the next few years.

At this point I was studying at UCLA, and during summers I worked the beverage counters. With specialty drinks demanding much more skill to prepare than weighing out a pound of beans, our stores went from an average staff size of around 6 to 18 practically overnight, and I’ll never forget my rocky beginnings as I started training people.

First, I was teaching fresh hires to make espresso drinks on Italian machines that behaved more like defiant stallions than coffee makers. Learning to steam milk was a lot like learning to ride a bucking bronco, and for a beginner (and everyone was a beginner back then) there were many tentative fits and starts. Painful accidents were practically unavoidable (that milk was hot!), and sprinkled in was the occasional angry customer who had waited 10 or 20 minutes only to have their day completely ruined by getting the wrong drink, or no foam!

Training new team members was a major investment in time and resources, and if an employee stayed only a short time, the entire staff felt the impact. This often turned into a cycle of overworking the trained people to the point of burnout, because there just weren’t enough of them! My parents had little sympathy and frequently questioned why a store needed so many people in the first place. With no on-the-ground experience, and thus no practical understanding of the beverage-making work involved, they became suspicious that our store teams were becoming lazy and unproductive (which couldn’t have been further from the truth!).

Around that same time, in 1990, I graduated from UCLA with an economics/business degree. I was always good with numbers, so right away I went to work at a “Big 8” accounting firm and got my CPA license.

But then the unexpected happened: My father needed a triple bypass, decided to semi-retire, and I became the general manager of the Coffee Bean & Tea Leaf at the age of 22. Almost two years later, I moved into the role of CEO. Keep in mind that this was before Zuckerberg and before the tech boom, when the idea of a CEO under 50 was outrageous—especially a woman!

I had always wanted to lead our company, so I dove right in, working 70-hour weeks, spending every day driving from store to store, and trying to do everything and be everywhere all at once. I went from feeling energetic and passionate to overwhelmed and dangerously close to burning out.

“This Isn’t Working!”

Starting in 1995, the company had a lot more to handle than just those stubborn espresso machines. We were scrambling to remodel stores while at the same time opening a new store every month but failing to resolve our staffing and efficiency issues. Because our growth was mostly fueled by traditional bank borrowing, if we put money into stores that performed poorly, our entire growth plan could collapse, and then we’d have trouble paying our debts.

The slew of new (and stressful!) pressures made the company even more like a bucking bronco—so I dug in my boots the only way I knew how: adopting my dad’s top-down management style. All these years later, I can laugh and admit that I am a “recovered micromanager.” But back then, I wouldn’t listen to my team. My management style forced store managers to wait on me and my decisions, when they should have been presenting their solutions to the issues that they were dealing with on the ground. Instead of asking, “What do our stores need?” their default was, “What does Annie want?”

I vividly remember the gut-wrenching day I realized I had to change. My HR manager and I had a major disagreement about management staffing, and while storming out the door, she didn’t mince words about me and the “ivory tower” she felt I lived in (spicing in language that I don’t dare repeat) and how my leadership style “wasn’t working!” And she wasn’t the only one who felt that way. Many other managers threatened to quit en masse, and for the first time it hit me that having an unhappy, overworked, under-inspired workforce could put us out of business.

In the undeniable reality of this painful moment, the light turned on, and I realized that a viable company isn’t just a product or a service, nor is it a combination of systems or processes—it’s all about the people who work there. After all, they are the ones who, day in, day out, deliver results. Their skills, their commitment, their teamwork, and their heart are necessary to drive a business forward. I couldn’t have sustainable business success without my team.

Learning to Partner with My Team

I mulled over this thought: How could I let people know they were an essential key to achieving our goals within our company? How could I make the best use of our great employees—the people I now call A Players—and at the same time structure teams in such a way that they worked together like the well-tuned parts of an engine? I needed a business model that allowed me to step back to do the bigger strategic thinking while filling the gap with people who stepped up and took responsibility!

To make this happen, I had to radically change my management approach. I couldn’t sacrifice our company values to get results, no matter how tempting, because then everyone who worked there would do the same. I realized I wanted a company whose reputation highlighted the value of our products and our people—people who were empowered to make decisions and encouraged to lead. I admit this transition was a challenge for me for a while. I had to learn to develop my team so I could reliably trust that they would think and act in the most effective, best interest of the company and its goals. And once they got developed, I had to trust that they had the skills and perspectives to do not only the operational tasks but also the ongoing managerial activities (such as problem-solving and decision-making) that I had kept control of for far too long.

These realizations were part of a humbling and growing season for me as a person and a business leader. After all of my running around, working long hours to continue our expansion and strengthen our reputation for having the best ice-blended mocha beverage on the market, I was still slammed with the fact that we could go under from poor operations. Up until this time, I had believed it was my role to figure everything out and then dole out the instructions to my team. My leadership shortcomings were the driving factor behind the challenges we were facing, and this harsh reality got my attention. At that point, I started to think, I have to learn how to do this differently. Our company would not survive if I didn’t change my approach and transform into a leader who recognized the people who worked for me as my most valuable resource.

A NEW BUSINESS MODEL BEGINS TO TAKE SHAPE

To summarize this part of my journey, there were three major shifts I had to make. All were absolutely imperative to our business success then—and to yours now!

Business Is a TEAM Sport

The first shift was recognizing, and really owning, the fact that business is a TEAM sport. It’s not a solo sport and you can’t play it as if it revolves around one person, any more than you could play professional basketball without a team. This meant I could no longer behave as if it were a solo sport by telling others exactly what to do and by deciding everything important myself. When an entrepreneur starts a business, they do play many of the roles themselves, at first. But that becomes unsustainable as soon as the business starts to significantly grow. I realize this might seem obvious, but as someone who played almost no team sports growing up, I found it was completely outside of my experience to be part of a group achievement. All of my academic achievements and most of my extracurricular activities—things like gymnastics, tennis, and skiing—relied solely on me to perform.

When I had to shift responsibilities to others because I could no longer play so many roles in the business myself, it felt like I went from total control to zero control. I knew intellectually that I must make the shift to rely on others, but I wasn’t ready for how difficult that shift actually was. As the business grew, the stakes went up, which exacerbated my urge to take over and control the exact things I should not be doing at all. It didn’t take long to realize that by trying to do too much myself, I was on a path to self-destruction.

If I wanted the business to sustainably grow and succeed, it was imperative that I learn to work together with others, as a team. I had to learn how to harness the group’s collective efforts, perspectives, and talents to achieve business goals—and trust that the result would be much better than trying to do so many things myself.

Trusting in a team is way easier said than done. Remember, my way of achieving up until that point was always to do important stuff myself. It wasn’t clear to me how to trust others when they could so easily let me down and leave me suffering—wishing I had just performed the thing myself that time. I knew that I had to set people up for success so that they could perform well (maybe even better than I could). But honestly, I had no idea how to do that.

Effective Human Performance Has to Be Developed

Human performance, in my opinion, is the single most vital element of modern business success. In basic terms, we need the best, most effective human intelligence and behavior to show up and perform in our businesses. But humans don’t have a simple switch to turn that part on, while turning off the ineffective, counterproductive human parts that are emotional, irrational, tired, scared, angry, etc. In fact, the very parts that we don’t want to show up are always “at the ready” and engage automatically at the slightest provocation—no effort required on our part.

The opposite is true for the human parts we do want to engage. It takes a lot of effort, focus, critical thinking, and interacting effectively with the team to make good business decisions, solve problems quickly, form future plans, adjust strategy, and so on—not to mention performing regular job tasks like responding to an upset customer or designing a new product. So when the human parts we don’t want get triggered, they basically shut down our access to the good parts, and we can’t turn them back on until we turn off the reacting parts. It all has to do with how the human nervous (limbic) system is wired to kick in automatically for survival. We’ll take a closer look at this a bit later in the book.

It’s my experience that we ignore this challenge to human performance in the workplace, and instead of addressing it directly and developing skills to make us more effective, we try our best to exclude individuals whose reactivity is so problematic that they harm the business more than they contribute to it. We label them as unproductive, lazy, disrespectful, aggressive, and even toxic, as if these were innate personality traits of theirs. In reality, these people couldn’t control their emotional reactivity, which is not a personality trait any more than lacking eye-hand coordination and repeatedly failing to catch a baseball is. All humans have trouble regulating their emotional reactivity, and it’s something we need to learn and keep improving upon to reach our performance potential.

We call this ability to regulate our emotions so that we can think and behave intentionally “Self-Leadership.” I liken it to athletic endurance in sports—some people have natural stamina and can run longer than others before pooping out. But anyone who wants to be a marathon runner will need to practice often and learn to keep running through all kinds of stress and challenges, such as steep hills, hot weather, blisters, and muscle pain. So if we want team members in our business to perform at a high level even during challenges and tough times (while also growing and improving), their Self-Leadership skills will need to be developed. Recognizing this was my second major shift.

Teamwork Is Built on Agreements

My third huge shift came from the observation that top-down authority, giving orders, making demands, and micromanaging made teams less productive, not more. At first, even when I recognized what didn’t work, it wasn’t clear to me what did work to lead an effective team. If I didn’t tell people what to do, how would they do something productive that met my expectations? How could I give people freedom to make their own choices and yet make sure they would make good ones that contributed to a result? And how could I know more about what team members were going to do before they actually did it, since after something’s done, it’s much more difficult to correct?

Other leaders kept telling me that I just needed to “let go and trust my team,” as if their performance would magically skyrocket as soon as I stopped asking them about their work progress and just let them do their thing. After giving that a disastrous try, I researched and observed how high-performing team members worked together. I discovered that they were constantly interacting and discussing what they were going to do before they did it. They always clarified the purpose or goal they wanted to achieve, and then basically negotiated an agreement for who would do what by when. And if things didn’t go as planned, they got together and renegotiated.

It was so simple, and yet I had never thought of these types of internal interactions as real “agreements.” In my mind, agreements were more like legal contracts or promises, something you only made when you were certain you wouldn’t or couldn’t break them—because the consequences would be dire. But when I started to think about things like running plays and forming game strategy in sports, I realized that the players make agreements all the time without any guarantees whatsoever. No one can promise to win a game or even make any particular basket in basketball—heck, they can’t even promise to make a free throw! However, most of the time the team knows exactly what the other players intend to do in a specific situation, because they agreed ahead of time. For example, if a player misses a shot, another player will immediately try to grab the ball in the rebound to recover it and get another chance to score. It’s such a clear standing agreement that no one even thinks about it. And when a team goes into the game with a certain defense strategy and it’s not working, they will huddle to redo the strategy and leave with a new agreement for what they’ll do on the court. Maybe it’ll work, and maybe it won’t, but they all know the actions they each intend to take.

Here’s how I define “agreement” when we’re talking about teamwork: An agreement is formed when multiple team members define and align the future behaviors and actions they intend to take to achieve a result. You can think of these agreements as including not just actions, but also expectations, commitments, roles, and plans, because the point is always the same—for the team members to reasonably predict and rely upon what the others will do so that they themselves can take the most effective actions to achieve a result.

I find it helpful to think of a basic agreement like a basketball pass. You have two players working together, agreeing that one of them will pass the ball and the other will catch it. Solo sports don’t operate on agreements; you play on your own, with no need to understand what your teammates are doing. But team sports require agreements for the different players to do anything at all together—from the basics, like knowing one’s position, to utilizing a sophisticated, multi-person play. The players involved in that basketball pass are actually demonstrating multiple competencies at once, such as remembering the game strategy, locating their partner on the court, looking out for the opposing players who want to steal the ball, identifying where to move next, and on and on. Without agreements, you have chaos, because no one knows what their part is in relation to the other parts. It’s the same in business: Everything is an agreement, whether it’s goals and roles, processes and plans, or an explicit renegotiation.

That’s why I’ve structured this book around seven key agreements that effective leaders and teams abide by—and you’ll read more about them in a minute or two. For now, I just want you to take this truth to heart: A highly successful, sustainable business is a TEAM sport that involves intentional HUMANS working together utilizing AGREEMENTS to achieve results. This is the essence of the People Part.
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Spreading the Word of the People Part

We negotiated a successful sale of Coffee Bean & Tea Leaf at the end of 1998. I was only 30 when the company sold; in seven years we had grown from 7 to 70 stores, and I had gained enough experience swimming in the deep end of the pool to become a consultant for other companies’ strategic business plans, operations, finance, and leadership performance. Over the next decade or so I performed as an interim executive (usually a CEO, CFO, or COO) and business consultant for a wide range of entrepreneurial companies. Everything from boutique consultancies to cutting-edge entertainment firms, from complex logistics to high-volume manufacturing, from post-graduate education to multiunit dining and hospitality. I was usually engaged to help during a business inflection point, such as when revenue was racing up or racing down; or to help ready a company to sell, or integrate a new acquisition; or to help stabilize a major change in executive leadership. As I worked with diverse types of companies, I helped them adjust their business strategy, processes, and people to become much more effective through developing the team and teamwork. I filed away experiences from all the different companies in my head, expanding my operating knowledge as I evaluated the wins and losses and captured the learnings.

As I accumulated and put into place my experience, perspective, and knowledge, and was seen as one who recognized the value of people, managers no longer ducked behind counters to avoid talking to me (which actually happened in a Coffee Bean store once). I was on a roll to figure out a truly repeatable and systematic approach to prioritize—and train companies in—the People Part of business. I stopped doing interim executive work and started my business consulting firm, Annie Hyman Pratt Consulting, then went on to develop a highly successful training program and mastermind for business leaders of entrepreneurial companies, which became what’s now Leading Edge Teams. For the last decade, I have specialized in ensuring that entrepreneurial businesses with huge potential, and the CEOs who founded them, achieve success—and don’t burn out before they get there.

Effective leadership and teamwork is the burnout cure. Most entrepreneurs and leaders try everything else to improve their businesses before investing in their people and their own leadership development. Systems and processes (like Carol’s dashboards) are often touted as “the only solution needed,” and all too often consume the owner’s attention and resources. Now don’t get me wrong—systems and processes are 100 percent necessary for repeating situations and tasks. Systems and processes are all about eliminating the thinking part to increase efficiency and effectiveness. However, they don’t do much, if anything, to enhance people’s critical-thinking or complex-decision-making abilities, which are at the very heart of delivering better business results. Implementing systems and processes without addressing people and team development will set you up to fail. Building empowered leaders and a strong team who can do good critical thinking about your business while executing the expectations for their role is the only way to navigate the rapid rate of change in business today.

WHAT THE PEOPLE PART CAN DO FOR YOU

In my career, I’ve sometimes met CEOs and leaders who couldn’t yet afford to work with a consultant like me but, respecting my experience, asked me for book recommendations to help them in their business. I had no books to recommend that I felt told the full truth of what it takes to succeed in entrepreneurial business today and for the long term. The market was full of quick-fix solutions that sounded lovely but, when implemented, left gaping holes that would ultimately sink the proverbial ship. That




	Become a highly respected, successful leader, achieving much greater results and more recognition with less frustration, overwhelm, and burnout while building a reputation that attracts talent and makes team members want to work with you.

	Transform the interactive “people part” of your role from difficult and draining to fulfilling and productive.

	Experience your role as a vehicle to personally and professionally grow, develop, and contribute meaningfully to your organization and to what matters most to you.

	Develop effective leaders and teams who sustainably grow and operate your business day to day, giving you the freedom, creativity, and success you desire.



The People Part Is for You If . . .


	You’re just starting out: You will learn how to lay the foundation of your business so that you set it up for success.

	You have a business that is stalling: You will find team-driven solutions that will kick your business into gear and deliver real results.

	You’re a leader feeling like you are just not good with people, but you really, really want to be: You will finally understand what has been blocking your success. You will up your teamwork skills and become the kind of leader who team members want to go above and beyond for.

	You’re a member of a team within a business: You will hone your skills to work more effectively and happily with your team—and gain the perspective you’ll need to move toward a leadership role.











The Seven Agreements












How to Use This Book









	A handy toolbox with the tools you’ll use most often

	A quick-reference guide to challenging conversations

	A seven-step plan with exercises for implementing the agreements with your team

	Links to download digital versions of helpful worksheets and cheat sheets, plus exclusive online-only resources



Your Journey into the People Part Begins Here!




THE PEOPLE PART



	Self-Leadership: 
We consistently show up in Self-Leadership rather than self-protection.



	Defined Outcomes: 
We define and align on intended outcomes.



	Role Clarity: 
We clarify our parts and where they fit in the whole.



	Secure Relationships: 
We consider our impact on others, have their backs, and repair relationships promptly.



	Conscious Agreements: 
We make collaborative, conscious agreements that we’re confident we can keep.



	Recognize Change and Renegotiate: 
We recognize change, anticipate impacts, and proactively adapt our agreements.



	Culture That Drives Excellence: 
We make best practices habitual to achieve our highest performance potential.
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