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Lawrence:

Luke:

Lawrence:

Luke:

Luke, welcome back to the membership.

It’s my pleasure. Thanks for having me.

Great to have you. This is the next episode of obviously the Traction
series. Traction is a book written by Gino Wickman which is all about the

Entrepreneurial Operating System (EOS®) which is an operating system

for growing and building your business. Obviously, Luke, has been using
EOS within Discover Strength for a long period of time. It’s a proven

framework across many industries, across many businesses so excited to
bring you this episode today. We are going to talk about the 1-Year Plan in

this episode.

Luke, do you want to just talk about... It’s a little bit self-explanatory, but

what is the 1-Year Plan exactly?

The 1-Year Plan is what’s the most important goal that you need to
achieve in this year, so different from the BHAG or the 10 Year Target, or
the 3-Year Picture. The 1-Year Plan you are no longer dreaming. This is
what you have to bring down to the ground in the next year. Here’s how
you set it. You have an end date. For us, it’s usually December 31st of that
year, so we work on the calendar year. You have an end date, and then
you have a revenue number, alright. Revenue is telling you the size of the
organization. You need a profit number. And then, the other key piece is

you need 3-7 supporting goals. Here, | think, less is more. So we have
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three supporting goals that we are driving this year; that if you achieve
those supporting goals you are likely going to achieve your revenue goal
as a whole.

Now, when you set this you have to think about what can we actually
achieve this year and then you have to look at it and be able to say, what if
we achieve this this year, thus it put us on track to achieve our 3-Year. |
mean, you put all these together and it’s just step after the next. You look
at the BHAG and then you take a step back and say, “How do we achieve
this BHAG? This 10-year goal?” Well, you just a 3-year goal, that when
you achieve the 3-year goal it puts you on track for the 10-year. Okay,
well, how do we achieve the 3-year? You set a 1-year that puts you on
track for it. But the 1-Year, you’re not dreaming. You actually have to bring
it down to the ground. It’'s got to be something that you can actually
execute on. That’s kind of the outline of what the 1-Year looks like.

But here is why | think the 1-Year is so important. The 1-Year Plan is really
kind of step one at execution, alright. And so, Lawrence, | think it is just
imperative. You can’t understand the 1-Year Plan unless you understand
the root cause of weak execution in all companies, in all industries, and
definitely in high intensity training businesses. The root cause of weak
execution is just clarity of the objective. People simply do not understand
the goal they were supposed to execute; and this isn’t companies of all

sizes. | just love the stats and all these come from Franklin Covey

organization. | just repeated this so many times in presentations. | think

about this. Only 1 employee in 7 could name even one of their
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organization’s most important goals. Here’s what is fascinating, 85% of
employees named what they thought was the goal but it didn’t even
remotely resemble what their leaders had said. And so it’s fascinating that
we don’t have a clue what our goals actually are. And then the stat is 81%
of employees said they were not held accountable for regular progress on

the organization’s goal.

Number one, we don’t have a clue what the goal is. Number two, if we
happen to know what the goal is, no one held us accountable to it. Here is
the litmus test if there is four people on the studio, 4 trainers, maybe an
owner and 3 trainers. You put them in different rooms and you say, “What
is the most important thing we have to accomplish in the next year?”
You’re going to hear four totally different answers. And that’s just why we
don’t grow, that’s why we can’t bring this all down to the ground. We have
to be completely clear about what needs to happen in the next 365 days.

So that’s kind of our overview.

Lawrence: Awesome. Can you speak on how you define and identify the

measurables?

Luke:

Yup. The measurable are like the supporting goals that if you completed
this they would drive the overall revenue goal that you want. There is this
fantastic research on the more goals that you have, the less goals you
achieve with excellence. So if you have 10 supporting goals, you will

achieve zero. If you have 5 supporting goals, you’ll generally achieve one
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of them. If you have 3 supporting goals, you will achieve three supporting

goals with a level of excellence.

Let me just give you an idea, like ours are three things for 2020. Our
revenue goal is $5 million, okay, and I’'m not going to share our profit. But
people can figure out what their profit margin is. And then our three
supporting goals are, number one, award 8 franchises. So we are
franchising for the first time, we just want to award 8 franchises. All of
these have to be written where they are SMART - they are Specific, they
are Measurable, Achievable... You have to build a measure that you
actually completed the goal. At the end of the year we’ll be able to say,
“Yeah, we achieved. We sold 8 franchises.” And notice how we wrote that
we just have to award 8 franchise, they don’t have to be open. So we
could sell a few franchises in December and they are not open yet, but it
still counts. Number one was award 8 franchises. Number two, improve
our client retention from 73% last year to 75% this year. So just that 2%
improvement really moves the needle for us. The last one is increase our
free introductory workouts from 930 last year to 1,200 this year. Really you
are seeing improve retention, improve the funnel - the top of the funnel,
the introductory workouts, and then award 8 franchises. Man, if we do

those three things we’ll achieve that revenue of $5 million.

The toughest thing for leaders to understand is that there is other stuff
that you got to do that you just don’t put on here. Just not the most

important thing. It’s got to be less is more approach. For us if we achieve
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Lawrence:

Luke:

those three things we know that we’re going to drive that $5 million in

revenue.

Yeah, and to really echo what you’ve been saying. | love this quote direct
from Traction. Actually, it might not be from Traction, it might be 7 Habits
or one of those. It’s “If everything is important, then nothing is important”,
right. There’s no priorities. And this is how a lot of business owners
operate, right. It’s they are like, oh | got so many things to do, so many
priorities. They try to do so much and they are running like headless
chickens. They actually don’t achieve the most important goals and
objectives for their business, and they don’t grow their business. They
aren’t as successful. That’s just something I've noticed and | just

completely believed in.

Okay, cool. We've talked about the goals there. Let’s see here. Yeah, and
you mentioned about working backwards from a 3-Year Picture. Do you
agree on the idea of doing partial year plans? For example, people who
are listening to this for the first time, it’s April 2nd, 2020, should they set
their end date for their 1-Year Plan at the end of this year and then just

work in that time frame?

Yeah. If you are just getting into this right now, | would make my 1-year
plan basically a 3-quarter plan for sure. It’s due December 31st. You have
three quarters to work on it. You are already a quarter into it so you have a

little bit of a prediction on where you’re at and you continue to chip away
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Lawrence:

that 1-year plan. Now, as we are recording this right now, Lawrence, we
are in the middle of this COVID-19 crisis right now; so truly disrupting

business and revenue and all of it. But our 1-year plan is still in place. So
I’m going to get together with my leadership team tomorrow all day long
and we are going to do our quarterly planning meeting. Man, we have this
great plan of we’re going to do $5 million in revenue, here is our three
supporting goals. We’re going to kick butt and now we’ve been thrown
this massive curve ball in the middle of this quarter or toward the end of
this quarter that no one could have anticipated. Well, what’s our job as
leaders? Our job as leaders is to still deliver on the 1-year plan so we are
going to have to be creative and innovative, and talk about how we’re
going to pivot to still hit that $5 million target. Because the 1-year plan is
still the 1-Year Plan. Now, I’'m not making promises. We might not hit it
because of everything that’s going on. We may get done with this year
and say, “Hey, we just didn’t go out of business and that was a win for
us.” But we are going to get re-centered tomorrow around what would we
have to do in the next 90 days to put us on track for that 1-year plan. That
would be, | obviously where we get into a future podcast, but the 1-year

plan stays consistent.

That’s fascinating. | was going to ask you about that towards the end of
this to know if you had it adjusted your 1-year plan? | think when all this
happened | was going to reach out to you and say, “Luke, what do you do
with the whole Traction thing now?” But that’s absolutely fascinating that

you kept the same 1-year goals. And I’m just looking at mine. I’ve got my
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Luke:

Lawrence:

Luke:

VTR in front of me and I’'m looking at my old VTR and the one | did straight
after the crisis are shutting down the world. Actually, my revenue and
profit figures are the same. It’s just my goals have changed and the way |
achieve that has changed. And so | guess that might be, is that possible
that could be an outcome from tomorrow’s... Is it tomorrow you said or

next week - the meeting?

Yeah, tomorrow is our meeting.

That could change the goals for you or what do you think, or maybe the

Rocks?

Yeah, so great question. We want change our BHAG clearly because that’s
long term. We are not going to change our 3-year plan at all. | think there
is a slim chance that we will change our 1-year. | think we are going to
keep our 1-year right where it is. But what we’ll change, and this is not
even actually a change, it’s just an influence on our second quarter rocks.
Our next episode that we’re going to do together is we’ll talk about Rocks,
which are just defined as 90-day priorities. And the 90-day priorities are
just set so if you achieve them, you achieve or you are on track to achieve
your 1-year goal. | do a huddle for 15 minutes every morning with my
leadership team. We did a huddle this morning and | said, “Guys, today
make sure you are taking time, you are taking a clarity break today. Set
aside at least an hour, get our your notebook, and write out what you think

we need to accomplish in the next 90 days to get us back on track for this
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Lawrence:

1-year. That’s going to shape our discussion tomorrow around what are
our rocks. What do we need to do in the next 90 days to get us back on
track for this 1-year plan? Because, man, our revenue was severely
disrupted and diminished in this first quarter. Man, so we got to really
change the plan.” But, | mean, frankly that’s the thrill of all this. I’'m not
excited about COVID but I'm excited about the thrill of getting to adjust
our plan, adjust those rocks for second quarter so that we’re on track for

the 1-year plan.

Yeah, | should correct what | said earlier actually. It wasn’t in response to
the virus. It was actually | had it scheduled in my diary, right. | can’t
remember the intervals now but | think it was... Yeah sorry, it was the end
of the quarter review. So again, following Traction, it was my end of the
quarter review, it was the 30t of March, so it wasn’t in response. It was
just a normal part of the process and as part of that review | think it’s best
practiced to actually make sure that your 1-year plan is still relevant. And |
know just for me, and | wouldn’t talk about specifics of my business
model because it’s not a HIT studio and | want to keep this relevant. But |
just noticed for me that | had better ways to achieve my 1-year goal. In
three months | learned so much and | developed new services, and |
thought, you know, actually | can make this a lot easier on myself and |
adjusted my 1-year plan because of that and my rocks because of that
and my rocks because of that for this quarter. Is that how you would have
gone about it? Does that sound you would be prepared to adjust your 1-

year if it made sense if you add better services?
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Luke:

Yes, so, | would say if the externals, so in this case COVID-19, influenced
me to the point where | thought it was wise to pivot and get on a
completely different 1-year plan. | don’t think that’s out of the question.
But it would be like an existential shift to the entire business | think. Let’s
go through an example. We’ve been operating a HIT studio let’s say for 5
years. We are on a 5-year lease and that lease just happens to be upright
now and COVID hits and we think, “Well, hold on. | don’t want to extend
another 5-year lease right now because | don’t even know when we’re
going to be able to operate.” So you may make a pivot and say, “I'm
shutting down the studio right now. And I’'m going to pivot completely to
online training, or virtual training, or in-home training”, or just something
that’s completely different, or “I'm going to now launch a franchise
product”, or “I'm going to buy a franchise.” Like you could pivot to
something completely different and you may still have the same long term
goal or the BHAG. Or you may say, “Hey, now is just the time to pivot
completely.” For us, we have five studios operating right now. We think the
model is a really strong model. | have conviction that people already get
back to training in studios so therefore our BHAG, our 3-year, and really
our 1-year are not disrupted. The other thing is this is Q1. We are in first
quarter; we still have three more quarters. We have a lot of time. We can
really influence what happens in the next three quarters to still drive that
1-year. So that’s why | think we can keep that 1-year intact. Now, I'll tell
you Lawrence, when we have this quarterly meeting tomorrow, we are
going to review all of our rocks. We are going to review our progress

toward that 1-year and there’s going to be some laughter in the room
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Lawrence:

Luke:

about how pathetic our quarter was into this COVID. | mean, we’re going
to say like we’ll go through all of our rocks which | think we have 9 total
company rocks and | think one of them was achieved. And we’ve never
had a quarter like that before where we just didn’t achieve any of the stuff
we said we’re going to achieve. We’ll laugh at that and then we get

refocus and say, “Okay, what do we need to do in the next 90 days.”

Awesome. Yeah, I’d love to be a fly on the wall. | think this is actually a
really wonderful test to Traction. | don’t know about you, but | think it
really... | mean, you’ve been using this system for a long time but it seems
to me that crisis like this really does put this system, this framework to
test to see if it really is an effective way to run your business. Would you
agree?

Yeah, absolutely. | think the principles of Traction are so timeless like we
need a long term goal. We need to understand directionally where we are
going, okay. We need a strategy that’s about three years that puts us on
track for it. | mean, the idea of focus, we all need to know what we’re
trying to do this year. | mean, these are timeless principles that we don’t
get away from. That | don’t think we should get away from especially in a
time of calamity like this. | think, frankly, having a system like Traction
actually centers us in this chaotic time. | had this talk with my leadership
team yesterday and | said, “Does anyone else feel like we need this
quarterly meeting more than we’ve ever needed a quarterly meeting?”

Like we need our rocks. Rocks, again, they are just what is the most
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Lawrence:

important thing you need to do this quarter to put you on track for the 1-
year. Lawrence, maybe for the first time in my life, definitely for the first
time in the last 8 years, I’'ve woke up in the morning not knowing what |
should be working on during that day. Every day | wake up and | say what
are the big three things | need to do - the first, second, third most
important things | need to move the company forward. Well, I’ve woken up
for two weeks straight not sure what’s the most important thing | could do
today. And so frankly, what do | need? | need new rocks for Quarter 2 to
say, “Okay, this is what you have to accomplish this quarter.” And then,
generally, my three things that I’'m going to focus on each day come from
those rocks. So like right now | just have lack of focus and lack of clarity,
and | own the business, so I’m certain that the rest of my leaders, and my
managers, and our trainers are unclear on what to actually focus on. We
need the system, the structure, and the disciplines of Traction maybe now
more than ever. And that’s just me personally speaking to that. | got to

assume your listeners are feeling somewhat the same.

Yeah. Well, that’s very comforting to hear that business like yours, and a
leader like yourself has found this challenging. I’'m just curious, this is a
little bit of side, but | think the listeners find this really interesting, and the
members. You know, you’ve clearly been very busy with doing things like
exercise demos on social helping the business pivot to virtual training.
How have you decided what to do, what to focus on yourself when you

wake up in the morning? You know, if your previous activities were no

Page 11 of 16


https://www.eosworldwide.com/

HIGHINTENSITY

B USINESS

The 1-Year Plan

Luke:

longer relevant, how did you decide? Is it just partly a little bit of prep, or a

gut feel?

It’'s just constantly using the filter of, if | was only allowed to do three
things today but | will still held accountable for achieving our revenue goal
and our profit goal at the end of year, what is the most important things |
could. So, in the last two weeks a lot of it was, frankly, learning. | need to
learn everything in the U.S. about the CARES Act. | need to learn about
the Payroll Protection Program. | need to learn about all these things that
were changing literally day by day that the government was offering so
that we were taking advantage of the right things, using them strategically,
allowing it to guide our decisions on what we did with our employees.
Because | knew maintaining a team and communicating with our people
what our plan was around compensation and how we are going to take
care of them was critically important. | mean, the rest of the things we
wanted to do in Quarters 2, 3, and 4 did not matter unless we had the
team in place. You got to protect the who before you figure out the what.
So | said, it is actually worth my time to just learn on this. Where in the
past | would never consider one of my three most important things | did in
the day learning because did that really grow the business? Did that really
move us toward our 1-year? Well, weirdly enough in the last two weeks a

couple of times | really did need to just focus on learning.

Maybe, one of my other three most important things in a day was craft the

right communication to our customer base. So we have to constantly
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Lawrence:

communicate with our clients what’s going on, what are we thinking, what
are out pivots, what are our offerings. And that communication has to be
really simple, really concise, and so | spend a lot of time thinking about
what’s the best way to communicate. First of all, what are we

communicating, how are we communicating it.

There were times where | shot a video that went out to our clients. And |
shot that video at home in my condo 40x before | got the video right. And
then when [ finally got it right | would have the fear of if I’'m going to send
it to Hannah she is still going to say, “It’s not right yet.” Okay, and then |
was going to have to shoot it again. Fortunately, in that case she said,
“This is good.” So that was the most important thing | could do that day is
think about what the communication was going to be. | mean, you used
the word “gut feel”. It is definitely a gut feel but you have to have the
framework of still, what are we trying to accomplish this year and then
what’s the best use of your time. Because we’ve talked about this before,
Lawrence, you can finish a day and have a really busy day and feel like it
was a great day. But if you said, did you do anything today to actually
meaningfully move you toward your 1-year goal. Well, that’s he litmus test.

| just didn’t want to have this COVID period which we’re not through this

COVID period. | want to make sure during this COVID period | was still

focused on the most important things.

Yeah. Was the video you were shooting, was it the announcement that you

were shutting down studios? Is that the one you’re referring to?
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Luke:

Lawrence:

Luke:

Lawrence:

Luke:

Lawrence:

Luke:

Lawrence:

Luke:

No. | did one | guess two weeks after that.

| did watch the other one. Yeah, | watched that one too. | saw that one on

email, yeah, | think.

Yeah, and that was just saying, “Hey, we’re not going to open up April 1st
like we had hoped. We’re going to be closed for sure until May 1st. Here is

what our virtual training looks like.” And just getting people on the same

page as far as that goes.

Yeah, you had fazed your hair on that one, right, | think.

Yes, indeed. Yeah. Lawrence, | refuse to shave until our studios are back

open. I’'m going to have a heck of a beard by the time all of this is done.

You’re kidding me, right?
No, I’'m not kidding.

Are you serious?

| refuse to shave until... Yeah. | was on a news segment this morning,
local news, at 5:40 in the morning and it was video, and | got so many
comments saying, “You’re growing a beard?” And | said, “Yeah, this is

apparently my COVID-19 beard.”
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Lawrence:

Luke:

Lawrence:

Luke:

How can we watch that? Is that on YouTube?

We’ll repurpose it and put it on our social today.

That would be very cool. | love to watch that. One last question on this.
How do you budget? Can you speak to that in terms of budgeting for the

1-year plan and your process around that?

Yeah. What a great question. That’s really the next thing you do is after
you create that revenue goal and that profit you got to look at the budget
and say, “Is this possible? Is it possible to do this profit margin?” You can
use some historical data. You can say, “Well, last year we did this revenue.
Here is what our profit margin was. This year what’s possible?” And so
what we’ve been on is we’ve been on a journey to try to squeeze a few
percentage points of profit ever year. Because, frankly, we just thought we
are operating where we weren’t profitable enough and | thought we could
push and become a little bit more profitable and cut expenses in a number
of different areas, and of course grow our revenue. Because, you know,
there is an old saying and this is very true, that you can’t save your way to
profitability, you sell your way to profitability. So you still have to manage
the expense side. But if you don’t grow your revenue in this business, you
just don’t become profitable. And so you have to understand historically
what your PnL is look like, and what your anticipated expenses will look

like, and what your anticipated revenue will look like. So the very next
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thing you do after you pick the revenue goal, the profit goal, the
supporting goals, is used litmus test it with your budget and just look at,

okay, now | have to create a budget that supports this.

Lawrence: Okay. Awesome. Luke, | think that’s it for the 1-Year Plan. | really

appreciate your time. Thanks for joining me today.

Luke: It’s my pleasure, Lawrence. Thank you.
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