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Chapter 1 - The Objective of the Team is to WIN 

 

What Prevents Businesses from Winning? 
 

It is alarming that over 80% of all businesses are dysfunctional to one degree or another.  According 

to a study done by the Harris Poll and Franklin-Covey, which polled over 23,000 people, many 

companies have significant problems and need to take a closer look at their operations.  Here is how the 

people responded to a small portion of the survey, known as the xQ Questionnaire1: 

 91% of the people working in business do not understand the goals of the team or department 

they work with.   They have no idea “why” they are doing their jobs or what success looks like. 

 84% said that their teams do not work together to plan or achieve their goals. 

 85% said they did not have the resources to perform their jobs.   

 90% said that team members do not hold one another accountable for their commitments.  

They fail to work together as a team. 

What if this type of environment existed in a football team?  Let’s examine what would happen. 

If 91% of the team did not understand the goals or what success looked like, then only one 

player in ten would know when the team scored a touchdown.   Everyone else would be running around 

the field fighting for the ball and expending a lot of physical and emotional energy but they would not 

know when they were successful.   91% of people polled responded that they do not understand what 

their goals are when they take the field and prepare to play the game in business.  Is it any wonder that 

so many people hate their jobs?  They are never fulfilled because they don’t know when they are 

successful and score a touchdown.  It’s as though they are running on a “hamster wheel”, running like 

crazy but going nowhere fast.   People get trapped in a routine and end up losing their enthusiasm, 

which results in half hearted efforts and poor service – not to mention the dread of Monday mornings. 

Only 84% or two out of ten players are working together and running the same play.  The rest of 

the team either don’t understand or don’t care about their position on the team.  How can a team move 

the ball down the field if only two of them are working together?  What might be worse is that the other 

members of the team are running different plays when the ball is snapped.   84% of people working in 

business say that their teams are not working together to achieve their goals.  In the movie, “Cool Hand 

Luke”, the main character, Luke, is anything but a team player.  He defies the prison environment he 

finds himself in because he knows it is broken.  At one point, after a confrontation, the head prison 

guard tells Luke, “What we have here is a failure to communicate”.  According to the survey, only 16% of 

the people surveyed feel that they are communicating and working together as a team; the other 84% 

feel disenfranchised in a broken environment. 
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As well, only two players have invested the time to memorize and practice the plays.  Everyone 

else is on the field but they are not prepared and may have even forgotten to bring the ball!  They are 

not engaged or committed.  When was the last time you walked into a store or restaurant and waited 

for a long time before they even noticed that you were there?  According to the Harris Poll survey, you 

have close to an 80% chance of paying someone for service when they don’t care or aren’t involved in 

the process. 

Imagine only two players on the football team having complete uniforms.  The rest of the team 

is missing helmets, shoulder pads, etc.  Can you imagine if you sat down to watch the Super Bowl and 

the team showed up on the field without the right equipment?  Yet, only 15% of the people polled felt 

they had the resources to perform their jobs!  Why have the coaches in our businesses allowed this 

happen?   

Perhaps the saddest statistic of all is that only one player on the field, out of the entire team, is 

motivated to win and holds other team members accountable.  Can you imagine how frustrating it 

would be if you were the only one on the football field who cared about scoring a touchdown?   

A team that works together can accomplish great things.  The military has understood the 

importance of teamwork for centuries.  In 480 BC, 300 Greek Spartans held off almost 200,000 Persians 

at the Battle of Thermopylae because they were skilled and worked as a team.  The Persian general 

Tigranes said of the Spartans, “Good heavens Mardonias, what kind of men have you pitted us against? 

It is not for money that they contend but for the glory of achievement.”   By the end of the battle, 298 

Spartans lay dead (the two who survived were messengers) and 20,000 Persians died.  That is a ratio of 

1:67.  There is no doubt that great things can be accomplished when people work as team and follow 

the same playbook. 

On December 21, 1944, German forces surrounded the town of Bastogne that was being 

defended by the American 101st Airborne Division.  Food was scarce, medical supplies almost non-

existent and ammunition was so low that artillery crews were told not to fire unless they were certain 

they were firing on a large group of Germans.  The Americans were freezing in foxholes in the bitter 

cold.  After repeated attacks, the German commander sent a message to General Anthony McAuliffe, 

commander of the 101st.  In it he said that if the Americans did not surrender, “six heavy A.A. Battalions 

are read to annihilate the U.S.A. troops in and near Bastogne. The order for firing will be given 

immediately after two hours.  All serious civilian losses caused by this artillery fire would not correspond 

with the well known American humanity.”  The American General McAuliffe replied “Us surrender? Aw 

nuts!”  If they wanted to take the Americans it would have to be by force.  McAuliffe sent the message 

back to the Germans with one word, “NUTS!”  A German major asked what the reply meant and he was 

told it meant, “Go to hell”. When the Germans attacked in force, the Americans, at a significant 

disadvantage in every way, worked as a team and held out in the face of a bloody artillery barrage.  The 

Americans worked together and became like a wall of steel, ultimately winning the battle. 
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If an army at war fails to work as a team, they are doomed.  The British commander, 

Montgomery said, “Teamwork wins battles and battle victories win wars.”  Yet only 10% of the surveyed 

workforce felt they were working as a team. 

Your team does not have to be a victim of these statistics.  You can build a team that is both 

motivated and resilient in the face of the most significant challenges.  If a football team took the field 

without a playbook or if an army fought a battle without a plan, they would be doomed to chaos and 

failure.  Yet there are many attempts to win at business without this valuable resource. 

The purpose of this book is to give you the tools and methods that will take you step by step 

through the process of putting together a playbook where each person will know what their role on the 

team is, know what a touchdown looks like and will have identified, in advance, potential weakness that 

might result in a fumble.  The playbook is a battle plan for winning.  It will be a rewarding and interesting 

process that will bring new excitement to your team.  The best part of the process is that your success 

will be felt by your families, team mates and your community as you achieve things as a team that 

cannot be achieved alone.  You will be scoring touchdowns, winning battles and running your business 

at a whole new level. 

 

How to Prepare a Winning Team 
 

When an NFL player reports to training camp the first thing that happens is that the coach hands 

out the sacred playbook.  The coach tells the player that they must memorize every play, not only for 

their position but for every position on the team.  They are to protect the playbook with their life.  If 

they fly on a plane, they do not check it with their baggage or put it in the overhead bin.  They are to 

hold the playbook in their hands, protecting it at all times. 

Think this is an exaggeration?   Here’s an excerpt of an article written by Elizabeth Merrill of ESPN.com: 

“In the NFL, the playbook is a sacred hardbound diary of trust. It's an accumulation of decades' 

worth of knowledge, tweaked and perfected, sectioned off by scribbles and colored tabs. It's the 

first thing the fresh meat get when preseason workouts start in the spring and the last thing that 

is pried from a player's sweaty mitts when The Turk arrives and utters those dreaded 11 words.  

Coach wants to see you in his office. Bring your playbook. “ 

 

It is a rite of passage.  The player knows they are part of the team when they grasp the playbook 

in their hands and examine the game plans that will lead their team to victory.  Coaches will be quick to 
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tell you that the playbook is the best way to teach each player what they need to know and how to work 

as a winning team. 

One quarterback who is known for memorizing every play in a playbook of over 700 pages feels 

it is important because defenses are always changes.  By knowing the plays, he can recognize the 

different “look” of the opposing team’s defense and can adjust his offense to win. 

If you ask any coach that has ever won a Super Bowl about the importance of the playbook in 

their victory, they will tell you that it could not have been done without it. 

 

Focusing on the Important 
 

Knowing “how” to do something is important.  But if you don’t know “why” you are doing 

something you are probably just going through the motions.  Knowing “why” is an important part of 

developing a playbook. 

Someone asked Albert Einstein what question he would ask God if he could. Einstein replied, 

“How did the universe start?  Because everything after that is just math.”  But after thinking about it for 

a while, he said, “Instead I would ask, ‘Why was the universe created?’ Because then I would know the 

meaning of my own life.” 

Let’s try to understand the concept of “why” by breaking it down into its most primitive parts.  

Human beings have some very basic needs.  First, they must have food and water to survive.  Before the 

industrial age, our ancestors spent a great deal of time planting and harvesting food, raising animals and 

insuring they had a supply of water.  Why?  Because if they didn’t they would starve.  Hunger is a 

tremendous motivator.  Having food and water is winning out over death. 

Once we have enough food, then our attention turns to shelter and clothing.  Shelter and 

clothing are different from food.  Whether a person is poor or rich, they basically need and consume the 

same amount of food in order to live.  However, shelter and clothing are another matter.  A rich person 

could live in the same amount of space as a poor person.  But the rich usually choose to buy bigger 

houses, with more rooms, full of hand crafted furniture and possibly marble imported from halfway 

around the world.  The propensity of the rich is to collect more and bigger stuff.  They have huge closets 

full of clothing, but they can only wear one outfit at a time.  They accumulate material things far beyond 

their own needs. 

If you ask the rich person “why” they have such a large house or so many clothes, chances are 

they will not be able to give you a meaningful answer.   The odds are high that they have bought those 

things to impress other people and/or stroke their own egos.  They think this stuff will bring them 

happiness, satisfaction and fulfillment.  But, you cannot go into a shopping mall and buy a box of 
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happiness.  Many people find they are lonely, miserable and unfulfilled because they thought they 

“won” in life, but failed to ask and answer the “why” question. 

It is important for you to know why you are doing something.  If you know the reason why, then 

you know when you have won and accomplished your goal.  And you know why it was worth winning in 

the first place. This is what brings fulfillment and satisfaction. 

For example, lets imagine a leader of a tribe in Africa (the coach) who is experiencing a drought 

and they do not have enough food or water for their tribe.  The leader gathers the tribe together and 

leads them to a place where there is food to eat, grass for their herds and water to drink.  This is a huge 

win.  There is no doubt as to why the leader takes this action – to save the lives of his tribe.  Can you 

imagine the fulfillment and satisfaction of saving the lives of your tribe? 

Most of us are not so different.  If you ask many men and women why they work as hard as they 

do, they will tell you that they are doing it for their families, to provide for them and give them a better 

life.  This is important – where the rubber hits the road.  Being able to win and provide a good life for 

your family is a huge motivator. 

The bottom line is that, with the right reasons, winning can improve the quality of life for you, 

your family and the community in which you live.   

As we go through the process of putting your business playbook together, one of the questions 

you’ll see later on the worksheet is, “How do you measure success or know when the play is finished?”   

Understanding “why” you are doing the job goes a long way to answering this question.  For example, if 

you are working as a cashier at a fast food restaurant, success might be measured when you deliver the 

correct food that the customer ordered and it was properly prepared.  By doing your job right, you 

provide a good experience to your customer and possibly make their day a little brighter.  If you deliver 

the wrong food or it wasn’t properly cooked, you have just made your customer’s day a little more 

frustrating.   

Winning in life at all levels is important since we are all interconnected and contribute to the 

welfare of one another. 

 

Teamwork for a Common Goal 
 

When a team works together for a common goal, whether in business or in sports, it usually 

wins.   When an NFL team develops a playbook, the head coach, assistant coaches and possibly even key 

players like the quarterback, work together to come up with the best set of plays possible.  The process 

is rarely done in a vacuum by only the head coach.  

One coach may believe that they can win by having a team with the fastest players.  A different 

coach might think that having the biggest and strongest players will result in wins.  Both realize they 
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must design the plays based on the strengths and weaknesses of their players.   This is their strategy.  

They build the plays that will optimize the strengths of their players and exploit the weaknesses of their 

opponents.  The better they understand capabilities and limitations of each player, the more accurately 

they will be able to determine the player’s ability to execute the play. 

Simply put, workflow analysis is observing, evaluating and improving the work that people 

(players) and/or systems do over time.  The objective, or goal, of workflow analysis should be to provide 

your customer with a rewarding and positive experience (a win).   It is important for the coaches 

(managers, supervisors and key employees) to work together as a team during the analysis process. 

 

There is an easy way to implement workflow analysis and create a business playbook.  The first 

step is to have the people who actually know how to run the play (or perform the work) write the play 

down on a Playbook Worksheet.  Then, the head coach can review the plays to see if they make sense 

and plays can be validated using Game Tapes.  Next, we use a simple, yet sophisticated process to apply 

Six Sigma to innovate and improve each play.  All of these processes are covered in detail in the chapters 

that follow.  
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At the end of each chapter, we will follow a “real life” case study of this process in action.  We will be 

reviewing the Playbook Methodology implementation at a national mortgage lender to demonstrate 

what we learned, as well as the challenges they faced as the company embraced this process.  The 

Coach’s Corner is being written by Carole McCormick, a seasoned professional and one of the best 

coaches I have ever had the good fortune to know. 

Mike Grayson 

Coach’s Corner 
 

A quick overview of where we were in our life cycle when Mike Grayson introduced this process 

into our company. We were about a year old – still in the middle of building our infrastructure, our 

technology solutions and our processes. Organizationally, we had one corporate office and three 

regional operating centers (ROCs) serving brokers in about 25 states. The company was funded by a 

major Wall Street firm and two smaller hedge/equity funds. The senior management team and the three 

general managers at each ROC had worked together at a previous company so there was trust, 

familiarity and excitement about creating a new company together. 

As we continued to grow in both employees and production, it became clear that our current 

process of trying to figure out what enhancements/improvements we needed to make to the main 

system – our loan origination system (LOS) – was starting to waste time and money. In our effort to 

create a culture of inclusion, and because we were fortunate to have managers with years of 

experience, we wanted to make sure that everyone had a voice in how we would continue to make 

improvements to the system. Unfortunately, it became clear that when employees are asked, “what do 

you need/want the system to do” they often give answers that may bring them some relief in the part of 

the system they worked in, but they didn’t have the tools to stand back and think through the whole 

lending process. We had never broken down each person’s job responsibility nor documented what they 

actually did while performing their jobs. We had basically left the internal processes up to each 

individual ROC to figure out. This lack of documented information and individualized processes meant 

that often we responded to a suggested change in the system only to find out that in reality the new 

change (which cost time and money) didn’t solve the problem for another user after all.  

The other issue we had been struggling with was that we believed in order to deliver on one of 

our core business drivers – low cost with high productivity and quality, we needed to change the 

underwriting process to eliminate as many of the back and forth handoffs that normally occur whenever 

a loan is being evaluated. We wanted to provide the best customer service to our brokers, which for us 

meant competitive pricing, quick and complete turnaround of their loan submissions and excellent 

communication throughout the process. 

It was these challenges that led Mike to suggest that before we made any more changes to the 

systems we needed to step back and evaluate each player, each play, the workflow at each ROC and at 

corporate. This suggestion and the work that followed was at times frustrating, eye-opening, thought 



The Ultimate Business Playbook 

 8 www.TheUltimateBusinessPlaybook.com 
 

provoking and ultimately it provided a process to create a road map toward where we were headed in 

building a cohesive, well functioning organization. 

In choosing who was invited to participate in this process, we knew we needed the top three 

managers from each ROC: The general managers who had overall responsibility for the center, the 

operations managers who managed the day-to-day processes and people in the loan processing areas, 

and the sales managers who managed both the inside and outside sales teams. One of the major 

changes that we expected as an outcome of this process was that all three ROCs would now operate 

using the same processes and players. We believed we needed to make this fundamental operating shift 

in order to ensure quality loans. 

We also wanted to include senior risk and credit people and then departmental experts – 

sometimes these were managers, but often times they were employees who had demonstrated 

expertise and the willingness to offer suggested improvements. We wanted to create a core team of 

people who wouldn’t be afraid to dissect every process and answer some tough questions that FTI threw 

our way. 

As the person who chooses the players, you will want to make certain that you don’t surround 

yourself with the people in your organization that will wait for the senior person to make decisions and 

then just follow. I believe in order for this process to provide the most value, you need people who will 

challenge each other so the best solutions can come forth. 




