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5 Things You Can Do Right Now to Improve Your Company 

 

Improve Your Story 

When we start work with our clients one is consistent:  They are just not telling their story well enough.  Telling your 

story internally with employees and externally to clients are both vitally important, which is to excite, align and engage 

your people internally the same story.  Externally, it’s the same. Your story is what engages your people and gets your 

customers to care about what you are doing and ultimately do business with you.  Doesn’t this seem vitally important?  

We’re hoping you answered a resounding YES! 

Here are 2 ways you can engage, align and excite people right now.  First, we recommend you pick up a copy of the book 

Traction by Gino Wickman.  In it you’ll find a section on The Vision Component.  Gino introduces a tool called the 

“Vision/Traction Organizer (V/TO).”  This is a powerful tool, which is used to clarify the Vision for an organization.  The 

V/TO will help your company answer 8 simple questions about who you are as an organization, why you exist and do this 

work, where you are going as an organization and how you plan to get there. Once the Vision is clear for your 

organization we must repeat it as often as possible. We recommend a minimum of once a quarter with the entire staff. 

Once you have your Vision/story clarified (we use Vision interchangeably with story) it’s time to turn to external story 

telling (some people call this marketing!).  One of the things you will clarify in the V/TO is who your “ideal” customer is, 

which we call the Target Market.  Target Market is defined as who (demographic) they are, where (geographic) they are 

and how they think/what they value (psychographic). Ultimately our job as marketers/storytellers is to get in front of 

more Target Market prospects, right?  So, once we are clear about who, where and what these customers are we have 

to start telling our story. In other words, you have to operationalize your external storytelling.  Enter StoryBrand by 

Donald Miller.  We highly recommend you read this book. You’ll learn how to get your message simplified, structured 

and building a real marketing plan.  Throughout the book you will be building a BrandScript. BrandScript helps you dive 

deeper into the psychographic of your ideal customer and begin to form power messaging to them. Miller finishes the 

book with some wonderful, real-world, effective ways share your message with the world.  You’ll learn what you need to 

include on your website, collateral, a powerful one-liner to arm your people with and much more. We haven’t yet found 

a better way to build an effective marketing plan! 

The V/TO and BrandScript are both extremely powerful methodologies to improve your storytelling.  The result will 

energize and activate your employees and customers. What could pay off more than this? 
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Manage Your Cash Flow Better 

When companies first start the focus is typically on revenue. This makes sense because every time someone buys from 

you it affirms your product or service has demand and value in this world. However, as your company grows there 

should be a transition in priorities. We need to start thinking about cash flow. Revenue is obviously a BIG component of 

cash flow, so we don’t lose sight of that important KPI.  But now we have employees, leases/mortgages and all the other 

expenses that come with running a more complex business.  

There are a few important financial KPIs we should familiarize ourselves with and learn to manage effectively.  Consider 

Net Cash Flow, Cash Conversion Cycle and Cash Reserves. Net Cash Flow (NCF) is just a fancy way to say “are you in 

better or worse shape” in regard to cash position from one period to the next (for example, quarter over quarter).  It’s 

an expression of the change (positive or negative) of your cash position over defined period. This is critical because 

revenue alone does not tell you this.  In fact, you could be selling more than the prior period, but in worse shape with 

respect to cash.  NCF helps you make decisions on hiring, making investments and paying down debt. 

Cash Conversion Cycle (CCC) is a measure of how fast you convert a sale to landed dollars.  By landed, we mean when it 

hits your account as cash. The speed at which this happens is important. You can have all the revenue in the world, but if 

you are slow at delivering your product/service or customers are slow to pay then you are going to have cash flow 

issues. There are a number of things that come into CCC, but you should start looking at the time it takes to convert a 

sale to deposit. Improving CCC is typically a function of identifying process problems. For example, do your financial 

processes hurt you here?  If so, where? Does your operational process deliver quickly?  If not, why? What needs to 

change? The goal is to eliminate unnecessary cash flow slowdowns. 

Cash reserves is pretty simple.  Many companies run on pretty thin on cash reserves. If this is not addressed companies 

will run out of cash. This results in getting interest bearing loans, bringing in investors, taking out lines of credit on our 

homes and endless stress. In fact, taking loans, bringing on investors can all be positives if they’re done for the right 

reasons at the right time. The problem is that most of the time these occur because a company is desperate for cash. We 

recommend setting goals with cash balance minimums tracked daily, or at least every week. Most know Revenue – 

Expenses = Profit, which is classic GAAP (Generally Accepted Accounting Principles).  What if we flipped this and looked 

at it this way: Revenue – Profit = Expenses! What if you took the needed cash (say 10%) from your revenue and placed it 

in your business savings account each day/week? Before long we would be building up our cash reserves and sheltering 

company profitability. We’ve used this approach with our clients, and it has worked wonders! Of course, this means 

you’ll have to take a good, hard look at your current expenses and pull some levers to build up your cash reserves. 

Managing Net Cash Flow, Cash Conversion Cycle and Cash Reserves are all critical business practices you must learn to 

manage if you want to thrive. Most companies don’t and that’s why only .4% of all companies ever scale to the $10M. 

They simply run out of money. As you grow, one of the most critical hires you will make is the Finance seat. Making sure 

this person has the financial knowledge (and culture fit!) to help you pull the right levers to manage cash better will be 

paramount. One tool we use to help our clients manage cash flow is Verne Harnish’s “Power of One” cash tool. It is a 

simple worksheet helps us monitor and manage the financial levers we can push or pull to help improve cash flow and 

profitability. The tool is extremely powerful because it shows how big an impact it will have to improve financial KPIs up 

just one percentage or shorten CCC by one day. These small, incremental moves will solidify the financial ground you are 

standing on. We recommend learning this tool and revisiting it as a leadership team once per quarter to make 

adjustments. 
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Stop Holding Onto the Wrong People 

The wrong people are killing your organization. They drain important resources like cash, time and energy. Yet, many 

companies hang on to these people way longer than they should. Companies often haven’t done a great job of defining 

their “true” Core Values. Your “true” Core Values should be used to hire, fire, reward, recognize and incent our people. 

We have to define the values we hold dear and use them to drive employee behavior. You simply cannot do this 

effectively if Core Values aren’t well defined, communicated consistently and used actively to drive better culture. 

Do you have the right people in the right seats? By right people, we mean do you have people whose behavior lines up 

with your Core Values?  By right seats, we mean do your people really have what it takes to be productive in their role? 

We further define right seat as GWC or do they Get it, Want it and have the Capacity to do the job.  In Traction/EOS we 

use a tool called the People Analyzer, which is a simple, highly effective evaluation tool used to assess our people based 

on Core Values alignment (Right Person) and GWC (Right Seat). The People Analyzer is available from the Traction book 

and downloadable for free.  Evaluation using the People Analyzer is the first step. Next, we need to sit down with our 

direct reports and tell them how they are doing on Core Values and GWC. This is great leadership. This is being a great 

coach. When you discus this with your direct reports every quarter and clarify our expectations we will either see 

improvements from them (a good thing) or we won’t. When we don’t see improvement, we have to coach them up or 

coach them out. This must become part of your organization’s DNA. We use the 3 Strike Rule to help employees either 

level up or exit. Either way it will be a positive for the organization. 

Of course, we should avoid the wrong people before they ever get through the door! How is your people process? Do 

you have a strong hiring process? Onboarding? Training? Reviews? Our experience is that many emerging companies 

have not dialed in their people processes.  A great resource for building a world-class hiring process is the book Who by 

Geoff Smart and Randy Street. We suggest you read this book. We have our clients read the book because it provides a 

step-by-step hiring process you can start using right away. These guys really know their stuff. 

 

Clarify Roles 

People need clarity and frankly many emerging companies could do a better job making sure people are crystal clear 

about their role, responsibilities and critical numbers (KPIs).  “A” players want and deserve clarity, that is, if we’d like to 

keep them around.  “B” and “C” players will be pushed and they’ll either rise to the challenge of having clear 

expectations or they won’t (see section above on Stop Holding Onto the Wrong People). Either way, leaders must do 

everything in their power to create clarity. 

One of the first exercises we do with our clients is the Accountability Chart. This tool is like an org. chart, but much 

better.  Org. charts are just names and titles and frankly aren’t that useful.  The Accountability Chart focuses on defining 

the major functions or seats needed in an organization.  Once the major functions are defined, we use the Accountability 

Chart to clarify the 5 key roles within that seat.  In other words, the 5 things the owner of the seat should make their 

daily obsession! We can use the 5 roles to start driving KPIs.  This is key, we’re telling them that they need to obsess 

about these things, so we better be able to measure and manage performance.  The tool should be revisited often 

because company structure requires change with the changing markets, economies and product/service mix.  We advise 

and help our clients come back to the tool as often as needed, but at least once a quarter we should be asking ourselves,  
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what needs to change? You are perfectly structured to deliver the results you are getting today and you have the 

numbers (P&L) to prove it. So, coming back to Accountability Chart is really about asking yourself how do you need to 

adjust structurally to get better results tomorrow/next week/next quarter/in the coming year. 

We touched on this, but making sure people own a few critical numbers is another key improvement you can make right 

now. Strong performers love having numbers because they’re able to show their contribution to the company’s success. 

Weaker players will feel the pressure. They’ll either rise to the occasion or flounder under the pressure.  You should 

develop a Scorecard to monitor the numbers weekly. It is critical that we build our Scorecards using leading numbers 

(KPIs) instead of trailing numbers (KPIs) wherever possible. What you should be thinking about is everyone’s numbers 

should drive to the financial markers we are after. They lead us to the desired result. Our suggestion is that you track 

these numbers each week to keep things on track. When they are off track you need to solve the issue and figure out a 

plan of action to take right away to help the numbers get back on track. 

 

Be a Vulnerable Leader 

Here’s why being a vulnerable leader matters.  Vulnerable leaders are more effective at building trust on a team. When 

a leader can step up and own the mission, mistakes that were made along the way and lack of performance they model 

this behavior to their direct reports. The old saying goes, “As go the leaders, so goes the rest of the company.” A 

vulnerable leader who is willing to really ‘own it’ is showing his/her people that it is ok for them to also own it.  When 

people do this as a team, the entire team performs better. We suggest you read Extreme Ownership by Jocko Willink 

and Leif Babin, two former Navy Seals, whose leadership lessons are spot on! They speak to the importance of 

vulnerability in leadership and they have to be some of the toughest guys on earth. Says something, doesn’t it? 

Another important part of being a vulnerable leader is that it helps build open and honest dialogue on teams.  When we 

are open and honest with each other we will do better at talking about the real, substantive issues in our way to success. 

When we fail to be open and honest with each other and can’t trust each other to say the hard stuff, we will get stuck.  

Stuck dealing with recurring issues for weeks, months, quarters and years. In short, vulnerability breeds trust.  Trust on a 

team opens up the opportunity to engage in healthy conflict, which is critical for a company to evolve and grow. 

Patrick Lencioni and Brene Brown are probably the most well-known at discussing vulnerability and its’ place is healthy 

thriving companies. Check out Lencioni’s book “The 5 Dysfunctions of a Team.”  Lencioni explains why building 

vulnerability based trust is the foundation for building strong results (usually financial).  Watch Brene’s TEDx keynote 

speeches. These will really help you dive deeper into vulnerability and why it matters 

Tackle these 5 things right now and your company will be in a better place, guaranteed! We work with our clients to 

address these and many other aspects of running a strong and healthy business. If you have questions or need help with 

any of the concepts contained in this paper, then please reach out. We can help! 

 

 

 


