
A few years ago, I left a service meeting feeling frustrated for the hundredth time. Simply 

put, I thought our service team was stagnant. We met every week to solve problems, but we 

kept making the same mistakes over and over again—no matter what we did.

At the time, I’d gotten into the bad habit of blaming my service manager for these persistent 

problems. So, after this particular meeting, I called my good friend and business partner Tim 

Reed to complain. I absolutely unloaded, insisting that my service manager and his team 

weren’t doing their jobs right and wondering aloud why everything was going wrong.

Tim listened carefully for several minutes. Then, when I was done with my rant, 

he said a few simple sentences that totally transformed my business:

I eventually concluded that I really expect three basic things 

from all my employees: 

Step 1: Expect your leaders to own their teams.

Step 2: Set SMART goals for your business.

As a business owner, you need to have goals. To make sure these goals are simple yet effec-

tive, consider using the SMART principle. That means you should ask yourself the following 

questions while you’re creating your goals:

• Specific: What do you want to accomplish?

• Measurable: How will you know when you’ve reached your goal?

• Attainable: Is it in your power to actually accomplish your goal?

• Relevant: Is your goal relevant to the direction you’re trying to take your business?

• Time-Based: When exactly do you want to achieve this goal?

Once you’ve answered these questions and created your SMART goals, the next thing you 

need to do is encourage your team leaders to own them—and that takes us to the third step.

If you go back to to the three basic things you  should expect from everybody (accountabil-

ity, consistency, and efficiency), you’ll realize that it’s all based on performance and invest-

ments. If your employees or teams aren’t performing, it’s probably because there hasn’t been 

enough investment. Team leaders should always be investing in themselves and their teams—

and you should always be investing in them.

One investment you can make—and this goes a long way—is teaching your leaders to cre-

ate Key Performance Indicators (KPIs). Another investment is teaching your leaders to track 
those KPIs. Finally, you need to invest time every week into letting your leaders report on their 

KPIs.

During these KPI reports, make sure you acknowledge where your teams and leaders are 

winning, since this simple strategy is a huge culture builder. And whenever your teams and 

leaders are losing, turn that into a learning opportunity. If they can learn to lose in a con-

trolled environment and talk constructively about their problems, then they’re going to get 

better—period.

All of this will require you to set up a public KPI scoreboard that follows a red, yellow, and 

green system. If you’re on track to meet a goal, mark it green. If you’re almost on track, mark 

it yellow. And if you’re behind your goal or way off track, mark it red. This scoreboard should 
be updated weekly, and you should be learning from it constantly.
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 “Grant, I’m trying to follow you, but I’m honestly a 

little confused. What do you actually expect from 

your service manager and his team?”

At first, I felt a little indignant. Hadn’t I just answered that question? But as I 
reflected back on my rant, I realized that I’d never actually mentioned any of 
my expectations. 

To make matters worse, I suddenly saw that I 

couldn’t answer Tim’s question at all. I didn’t know 

what I expected from my team. Given that, how in 

the world could I set any of them up for success?

This conversation haunted me over the next few days, and it forced me to face a painful 

truth: I was riding my business, not running it. In other words, I was so busy working in my busi-

ness that I never took time to work on it. 

Given this realization, I decided to dedicate some serious time to considering Tim’s question. 
For weeks, I racked my brain, trying to come up with an adequate answer. 

1. ACCOUNTABILITY

2. CONSISTENCY

3. EFFICIENCY

Of course, I was happy to have this realization, but it led to a whole host of new 
questions: How should I hold people accountable? How could I encourage consisten-

cy? And what did I mean by efficiency?

After wrestling with these questions for countless hours, I ultimately came up with 

five simple steps that I needed to take if I wanted to stop riding my business and 
start running it. If you want to go from being a treadmill operator to being a business 

trailblazer, you should take them too.

This step might sound simple, but it’s absolutely crucial for success. If you really want to go 

from riding to running your business, you need to expect your team leaders to run their de-

partments (no matter how large or small).

Now, it’s important to note that your team leaders will need your help and support at the 

start. They’ve probably never done this before (and maybe you haven’t either). But to ensure 
that everyone is on the same page, it has to be clear from the get-go that your team lead-

ers are ultimately in charge of their departments. We’ll explore exactly what these leaders 

are responsible for in the coming steps, but the first step is making sure they know that their 
teams are just that—theirs. 

There are several benefits to instilling ownership in your leaders. First and foremost, it en-

courages them to take personal responsibility for producing results, rather than expecting 

managers to do that for them. What’s more, ownership also inspires initiative, drive, and 

self-confidence in your leaders.

In a nutshell, you need your leaders to understand that it’s up to them to get their teams to 

perform. Once you do that, you’re on the road to success.

Step 3: Own your performance. 

Step 4: Set up standard team meetings.

There are several types of standard meetings you should set up with your teams. For starters, 

each of your teams should have a daily stand-up meeting. To be clear, you don’t need to be 

involved in every single one of these meetings. Instead, your team leaders can run those for 

you. 

In addition, you also need to organize weekly team meetings, and you should be a part of 
those—at least for the first year or two. During these meetings, you should be helping your 
teams and their leaders get where you want them to go. 

I would also recommend that all owners and store managers hold a monthly store meeting. 

A leader is a repeater, and you need to over-communicate your mission, vision, and values. 

A store meeting allows you to share things that everyone in your business needs to know. So 

often, we talk to this person, that person, and another person about a particular goal, policy, 

or change. When that happens, messages get mixed, and things get lost in the shuffle. That’s 
why over-communicating is key—and that’s why a monthly store meeting is so essential. 

As an owner or store manager, it’s your job to set the agenda at all of these meetings. Agen-

das keep meetings intentional and allow them to scale. So what goes into an effective agen-

da? Well, you can break down most effective agendas into four main parts:

You should start most meetings by reporting on action items. As you develop your 

systems and processes, you’ll realize that certain things need to happen consis-

tently. You need to specify these things as action items and create specific time-

lines for when they each get done. You also need your teams to regularly report 

on these action items. Eventually, you should have someone take notes about 

these action items and follow up to ensure they get done. This holds people ac-

countable for the work that matters most—and that’s how you work on the busi-

ness instead of in the business. 

The next section of an effective agenda is usually a performance review. At this 

point in the meeting, you should review the KPIs that you’ve already set up with 

your teams. As you do that over and over again, your teams will start to internal-

ize what’s expected of them—and that’s powerful. After all, it’s hard to succeed in 
any position if you don’t know what you’re supposed to be doing. By consistently 
reviewing your KPIs, you’re eliminating any performance mysteries and clarifying 

what it looks like to win.

The third part of an effective agenda is normally an investment review. As I’ve 

mentioned multiple times, you’ve got to invest in your teams and your business, 

especially when things are slow or issues are identified. This is the part of the 
meeting where you discuss the investments you’re currently making or explore 

others that you still need to make.

Finally, you should end most of your meetings by discussing urgent issues and hot 

topics. This portion of the meeting reviews everything that your team needs to do 

right now. If you think about it, meetings are times set aside to solve the problems 

that your teams can’t deal with during the normal run of the day. That’s why it’s 

so crucial to set aside time during most meetings to discuss urgent issues and hot 

topics.

In short, setting up standard meetings and creating intentional agendas are both essential 

parts of running a successful business.

Step 5: Write and review weekly game plans.

There are certain things that your teams need to do every Monday, Tuesday, Wednesday, 

Thursday, or Friday—especially if you want to get better. 

As a result, I would encourage you to write a weekly game plan for each of your departments. 

I’d also recommend that your teams regularly meet to review those game plans. These meet-

ings should act as a reminder, a routine, and a spark. They should help your teams remember 

all those things that are essential to success but easy to overlook.

For example, my installation teams have a short stand-up meeting every morning between 

7:45 and 8:00. During those stand-up meetings, they start by reviewing the scope of work, 

the customer expectations, and the job rating of each standard project that’s already under-

way. Next, they focus on where they’re at with any custom projects. Finally, they review any 

projects marked “urgent” or “incomplete” for one reason or another. Honestly, these meetings 

are super simple, but they’re also really consistent—everyone knows when they’re happening, 

and everyone knows what’s on the agenda. And that sort of consistency across departments 

can produce amazing results.

Of course, the specifics of each weekly game plan and the agenda of every review meeting 
will vary from team to team. But no matter what, your teams need to clearly articulate their 
weekly game plans and consistently calendar out their review meetings. At the end of each 

week, teams should also submit their game plans to the owner or store manager. 

To be totally honest, following these five simple steps will take time, energy, and commitment. 
Because even though the steps are easy to understand, they’re difficult to execute day in and 
day out. There will be times when you want to give up on a goal, skip a meeting, or shirk a re-

sponsibility. You’ll have to fight through doubts and push through dips. Sooner or later, you’ll 
want to give up and go back to the way you’ve always done things.

But if you take these steps seriously and make them 

routinely, you’ll be able to go from riding to running 

your business—and that’s a major win. 
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