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This is HourLife's reading of Traction: Get a Grip on Your Business, in our own words. It is not a substitute for 

the book.
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TRACTION: GET A GRIP ON YOUR BUSINESS The book in a minute

B E F O R E  Y O U  S TA R T 01

The book in a minute
Gino Wickman is an entrepreneur who, after running his family's business, spent years working with 

the leadership teams of small and mid-sized companies and built a system he calls the Entrepreneurial 

Operating System, or EOS. Traction argues that growing businesses usually stall not for lack of ideas, 

but because the leaders do not share one vision, nobody clearly owns each function, and problems get 

talked about instead of solved. The book splits a business into six components: Vision, People, Data, Issues, 

Process and Traction. It gives one simple tool for each, including the two-page Vision/Traction Organizer, 

the Accountability Chart, the weekly Scorecard, the IDS issue-solving track, quarterly Rocks and a weekly 

meeting called the Level 10. It reads as a practical manual for a leadership team, with checklists, worksheets 

and examples from companies the author has worked with, and ends with a step-by-step order for putting 

the system in place.

Below are the 9 ideas HourLife readers vote up most, each in our words with a note on what it asks of you, 

and then the steps that put them to work.

HourLife · The reader's edition 3 hourlife.com/books/traction/summary



TRACTION: GET A GRIP ON YOUR BUSINESS The takeaways

W H AT  R E A D E R S  K E E P

The takeaways

1 H O U R L I F E  TA K E A W A Y

Every business already runs on an operating system. The only question 
is whether anyone chose it.

Wickman's point is that most companies run on a mix of habits, the founder's memory and whoever shouts 

loudest. EOS replaces that with a small set of tools and a fixed rhythm of meetings. It works on six compo

nents at once: Vision, People, Data, Issues, Process and Traction.

2 H O U R L I F E  TA K E A W A Y

A vision only works when everyone in the company can see the same 
picture.

The Vision/Traction Organizer fits the whole plan on two pages. It answers eight questions, from core values 

and core focus to a 10-year target, a 3-year picture, a 1-year plan and this quarter's Rocks. The leadership 

team writes it together, then shares it with everyone, so people can tell what the company is doing and why.

3 H O U R L I F E  TA K E A W A Y

Draw the structure first. Put names in the seats second.

The Accountability Chart is not a family tree of job titles. It lists the functions the business needs over the 

next stretch, each with a handful of roles and exactly one person accountable. The book also separates a vi

sionary seat, full of ideas, from an integrator seat that runs the day-to-day and holds the team together.

4 H O U R L I F E  TA K E A W A Y

The right people share your values. The right seat fits what they get, 
want and can do.

The People Analyzer rates each person against the company's core values, then checks the seat with three 

questions: do they Get it, Want it, and have the Capacity to do it? A person can be right for the company and 

still sit in the wrong seat. The fix for each problem is different.

5 H O U R L I F E  TA K E A W A Y

Run the business on a handful of numbers you look at every single 
week.

The Scorecard is 5 to 15 weekly numbers, each with an owner and a goal. Looked at in a row over a quarter, 

they show a problem weeks before it reaches the profit and loss statement. Wickman pushes this down the 

company too: everyone should have at least one number they own.
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TRACTION: GET A GRIP ON YOUR BUSINESS The takeaways

6 H O U R L I F E  TA K E A W A Y

Most teams discuss the same problem many times and solve it never.

IDS stands for Identify, Discuss, Solve. You dig until you find the real issue, which is often a layer or two be

low the symptom. You discuss it once, with everyone saying their piece, and you finish with a decision and a 

to-do that someone owns. You work the most important issues first, not the easiest.

7 H O U R L I F E  TA K E A W A Y

Ninety days is long enough to finish something real and short enough to 
stay focused on it.

Rocks are the three to seven most important things for the next quarter, each with one owner. At the end of 

the quarter a Rock is done or not done, nothing in between. Fewer is better: when everything is a priority, 

nothing moves.

8 H O U R L I F E  TA K E A W A Y

Same day, same time, same agenda. The routine is what makes the plan 
happen.

The Level 10 Meeting is the leadership team's weekly 90 minutes. A few minutes each go to good news, the 

Scorecard, Rock status, headlines and last week's to-dos, and most of the time goes to solving issues. Every

one rates the meeting from 1 to 10 at the end, which keeps it honest.

9 H O U R L I F E  TA K E A W A Y

Write down the few processes that matter, then make sure everyone ac­
tually follows them.

The Process component asks a team to name its handful of core processes, document only the steps that pro

duce most of the results, and make them followed by all. The aim is not a thick manual. It is a business that 

does the important things the same good way, whoever is doing them.
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TRACTION: GET A GRIP ON YOUR BUSINESS Your action book

P U T  I T  T O  W O R K

Your action book
Do the setup steps once, then keep the habits going. The setup changes your week; the habits keep it 

changed after the first good one.

The download puts this whole reading and a printable action book in one PDF: the setup checklist, then a 

page of real calendar days for each habit, starting on the day you choose.

S E T  U P  O N C E

Score your business on the six components

Name three to seven core values

Draw the Accountability Chart before the names

Build a first Scorecard

Set this quarter's Rocks

K E E P  U P  D A I LY

Hold the same weekly meeting

Solve the top three issues, not the easy ones

Read the Scorecard out loud

30 days · Nov 6 - Dec 5, 2026

Part two, after the reading, prints each of these as a page to fill in by hand.
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TRACTION: GET A GRIP ON YOUR BUSINESS Before you go

T H E  L A S T  W O R D

Before you go
Pick one step from the action book and do it today. An idea from a book starts to count once it changes 

what one ordinary day looks like.
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P A R T  T W O

The action book

Change the setup once, then keep it up. 5 setup actions to do once, and 3 

habits to mark each day for 30 days.

Nov 6 - Dec 5, 2026

Print it, or write on it in any PDF app.



TRACTION: GET A GRIP ON YOUR BUSINESS The setup checklist

S E T  U P  O N C E

The setup checklist
Each of these is done once. Do one a day, and check it off when it is done.

S E T U P  1

Score your business on the six components
Have each leader rate Vision, People, Data, Issues, Process and Traction on their own, then compare.

Start with the component where your answers are lowest, or where they disagree most.

M Y  V E R S I O N D O N E  O N

S E T U P  2

Name three to seven core values
List the people you would gladly hire again and write down what they have in common.

Cut the list to the few values you would actually hire and fire by.

M Y  V E R S I O N D O N E  O N

S E T U P  3

Draw the Accountability Chart before the names
Sketch the functions your business needs, such as sales and marketing, operations, and finance, with a few 

key roles under each.

Only then write one name per seat, and mark any seat that has two names or none.

M Y  V E R S I O N D O N E  O N

S E T U P  4

Build a first Scorecard
Pick 5 to 15 numbers you could check every week, such as new leads, sales calls or cash in the bank.

Give each one an owner and a weekly goal, and start a 13-week grid.

M Y  V E R S I O N D O N E  O N

S E T U P  5

Set this quarter's Rocks
Choose three to seven priorities for the next 90 days.

Write each so that at the end of the quarter it is plainly done or not done, and give each one owner.

M Y  V E R S I O N D O N E  O N
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TRACTION: GET A GRIP ON YOUR BUSINESS Hold the same weekly meeting

D A I LY  H A B I T  1  O F  3

Hold the same weekly meeting
Same day, same time, same agenda, 90 minutes.

Nov 6 - Dec 5, 2026 · 30 days · circle each day you do it

S M A L L E S T  V E R S I O N C U E W H E R E

November 2026

MON TUE WED THU FRI SAT SUN

1

2 3 4 5 6 7 8

9 10 11 12 13 14 15

16 17 18 19 20 21 22

23 24 25 26 27 28 29

30

December 2026

MON TUE WED THU FRI SAT SUN

1 2 3 4 5 6

7 8 9 10 11 12 13

14 15 16 17 18 19 20

21 22 23 24 25 26 27

28 29 30 31

E A C H  F R I D A Y

W H AT  H E L P E D W H AT  G O T  I N  T H E  W A Y O N E  C H A N G E  T O  T H E  S E T U P
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TRACTION: GET A GRIP ON YOUR BUSINESS Solve the top three issues,  not the easy ones

D A I LY  H A B I T  2  O F  3

Solve the top three issues, not the easy 
ones
Each week, pick the three most important items on your issues list and work them through Identify, Discuss, 

Solve.

Nov 6 - Dec 5, 2026 · 30 days · circle each day you do it

S M A L L E S T  V E R S I O N C U E W H E R E

November 2026

MON TUE WED THU FRI SAT SUN

1

2 3 4 5 6 7 8

9 10 11 12 13 14 15

16 17 18 19 20 21 22

23 24 25 26 27 28 29

30

December 2026

MON TUE WED THU FRI SAT SUN

1 2 3 4 5 6

7 8 9 10 11 12 13

14 15 16 17 18 19 20

21 22 23 24 25 26 27

28 29 30 31

E A C H  F R I D A Y

W H AT  H E L P E D W H AT  G O T  I N  T H E  W A Y O N E  C H A N G E  T O  T H E  S E T U P
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TRACTION: GET A GRIP ON YOUR BUSINESS Read the Scorecard out loud

D A I LY  H A B I T  3  O F  3

Read the Scorecard out loud
Each week, have every owner say on track or off track for their numbers.

Nov 6 - Dec 5, 2026 · 30 days · circle each day you do it

S M A L L E S T  V E R S I O N C U E W H E R E

November 2026

MON TUE WED THU FRI SAT SUN

1

2 3 4 5 6 7 8

9 10 11 12 13 14 15

16 17 18 19 20 21 22

23 24 25 26 27 28 29

30

December 2026

MON TUE WED THU FRI SAT SUN

1 2 3 4 5 6

7 8 9 10 11 12 13

14 15 16 17 18 19 20

21 22 23 24 25 26 27

28 29 30 31

E A C H  F R I D A Y

W H AT  H E L P E D W H AT  G O T  I N  T H E  W A Y O N E  C H A N G E  T O  T H E  S E T U P
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Agree where you are going, give 

every job one owner, and check every 

week that it is moving.
H O U R L I F E  N O T E  A F T E R  G I N O  W I C K M A N

Read it online, and vote on the takeaways: hourlife.com/books/traction

Made November 6, 2026 · HourLife, hourlife.com
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