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Abstract   

The Entrepreneurial Operating System® (EOS) is a comprehensive framework designed 
to help small and medium-sized enterprises (SMEs) clarify their vision, gain traction, 
and build healthy, accountable teams. This paper explores how EOS delivers 
measurable value to businesses, why it is applicable across industries, and what 
organisations risk by not adopting it. It also examines common failure points, 
particularly when leadership teams resist full implementation.  

Finally, the paper contextualises EOS within the Geelong business ecosystem, offering 
insights into how local companies can access and benefit from EOS tools and 
implementers. 

Introduction   

Since the inception of trade and the rise of private businesses, organisations have faced 
the challenges of maintaining strategic clarity, operational discipline, and team 
alignment. The Entrepreneurial Operating System (EOS), developed by Gino Wickman 
and popularised through his book Traction, offers a structured methodology to address 
these issues. To be clear, EOS is not a software platform but a set of simple, practical 
tools that help leadership teams run their businesses more effectively. 

EOS Overview: Structure and Tools     

EOS is built around six key components: 

• Vision: Clarifying where the business is going and how it will get there. 

• People: Ensuring the right people are in the right seats. 

• Data: Running the business on objective metrics rather than subjective opinions. 



• Issues: Identifying and solving problems at their root. 

• Process: Documenting and following core processes consistently. 

• Traction: Driving execution through discipline and accountability. 

These components are operationalised through tools such as, but not limited to, the 
Vision/Traction Organiser (V/TO), Level 10 Meetings, Rocks (90-day goals), the 
Accountability Chart, and the People Analyser (Wickman, 2012). 

Demonstrated Value: EOS by the Numbers   

EOS has been implemented in over 100,000 companies worldwide, with a growing 
presence in Australia. According to EOS Worldwide: 

• Companies using EOS report a 20–30% improvement in operational efficiency 
within the first year. 

• Leadership team alignment increases by over 40% after implementing EOS. 

• Businesses using EOS are 2.5 times more likely to achieve their annual goals 
compared to those without a structured operating system (EOS Worldwide, 
2024). 

Universal Applicability: Why EOS Works Across Industries   

EOS is designed to be industry-agnostic. Whether a business operates in 
manufacturing, professional services, retail, or technology, the challenges of leadership 
misalignment, unclear goals, and inconsistent execution are universal. EOS’s simplicity 
and modularity make it adaptable, in particular, to organisations with 10 to 250+ 
employees.  

Key reasons for its broad applicability include: 

• No jargon: EOS uses plain language, making it accessible to all team members. 

• Scalable tools: From early ventures to mature businesses, EOS is applicable at 
most stages of a business lifecycle. 

• People-first approach: EOS emphasises team health and accountability, which 
are critical in any business. 

EOS and Leadership Development   

EOS is an operational framework and it’s also a leadership development system. It 
helps leaders: 



• Clarify roles through the Accountability Chart. 

• Build trust through consistent Level 10 meetings and the conversations that 
occur in those meetings, along with regular touch points with teams and 
individuals through tools such as the quarterly conversation. 

• Develop talent using the People Analyser. 

• Solve issues using the IDS (Identify, Discuss, Solve) method. 

• Quarterly and annual reviews drive leadership team to consistently apply their 
skills to build a better business and deliver on what they say (which is recorded 
in the VT/O and shared by all across the business. 

These are some of the tools that help build authentic leadership by fostering genuine 
relationships, a culture of ownership and transparency. (Avolio, B.J. & Luthans, F., 2006).  

EOS and Business Culture      

Culture is often described as “how things get done when no one is watching.” EOS 
operationalises culture by aligning values, behaviours, and processes. It helps 
businesses: 

• Define their core values. 

• Recruit, reward, recognise and remove based on cultural fit. 

• Reinforce values through tangible assessments every 90 days using the people 
analyser. 

This alignment creates a healthy, high-performing team environment (Schein, E.H., 
2010).  

EOS and Strategic Planning    

Traditional strategic planning often results in long documents that gather dust or buried 
deep within a shared drive or website that no one looks at. EOS replaces this with the 
Vision/Traction Organizer (V/TO), a two-page strategic plan that includes: 

• Core Values 

• Core Focus 

• 10-year target  

• Marketing Strategy 



• 3-year picture 

• 1-year plan 

• Quarterly Rocks 

• Long Term Issues 

This living document is formally reviewed quarterly and used to drive execution. 
However, leadership teams should be referring to it throughout the quarter as well, to 
stay on track. It ensures that strategy is not just aspirational but actionable. 

EOS and Operational Excellence   

EOS drives operational excellence through: 

• Scorecards reviewed weekly to track of key measurables. 

• Documenting processes to deliver consistency with the team and customers 
(Tip: it is also a great way to scale successfully). 

• Consistent cadences, including the Level 10 weekly meetings, quarterly and 
annual reviews to keep teams focused and aligned. 

These tools reduce waste, improve decision-making, and create a culture of discipline.  

EOS and Innovation   

While EOS emphasises discipline, it also fosters innovation by: 

• Freeing up leadership time to focus on strategic initiatives, to listen and think. 

• Creating clarity that enables creative problem-solving. 

• Encouraging open issue-solving. 

Innovation thrives in environments with clear priorities and empowered teams. EOS is 
designed to create that environment (Moleka, 2024).  

Risks of Non-Adoption: What Businesses Miss Without EOS    

Businesses that do not adopt a structured operating system like EOS often face 
(Hodgkin, Littel and Wasserstein, 2025): 

• Strategic drift: Without a clear vision, teams pursue conflicting priorities. 

• Execution gaps: Projects stall due to unclear ownership and lack of 
accountability. 



• Cultural erosion: Misaligned teams lead to frustration, turnover, and 
disengagement. 

• Reactive firefighting: Leaders spend time solving symptoms rather than root 
causes. 

These issues compound over time, leading to stagnation or decline. EOS provides a 
proactive framework to mitigate these risks and build a resilient, growth-oriented 
organisation. 

Failure Points: Why EOS Doesn’t Work for Everyone     

Despite its strengths, EOS can fail. Common failure points include: 

• Executive bottlenecks: EOS gets stuck at the top and doesn’t cascade through 
the organisation. 

• Partial implementation: Teams treat EOS as a checklist rather than a discipline. 

• Poor integrator (a senior leader in the business) fit: Hiring the wrong Integrator 
or failing to empower them undermines traction. 

• Resistance to accountability: Leaders who resist the new reporting structure or 
avoid tough conversations stall progress. 

• Misuse of Rocks: Treating 80% completion as “good enough” leads to 
unfinished initiatives and diluted impact. 

Successful EOS implementation requires full buy-in, consistent use of tools, and a 
willingness to embrace change. It is important to recognise that these issues are not 
specific to EOS they are mirrored in broader change failures for business (Westover, 
J.H., 2024).  

EOS is about execution. EOS will not work if a business is not clear on what their 
product is, or who to the addressable market it is. In other words, if a business is not 
clear on what problem they are trying to solve and how they are trying to solve it then 
EOS cannot help. Again, this is not unique to business implementing EOS and is an 
issue that all businesses must confront (Vatse, A.K., 2025). 

EOS in Geelong: Local Relevance and Impact     

Geelong, Victoria, is home to a diverse and changing business community. From 
advanced manufacturing, professional services, trades and creative industries, 
Geelong businesses are facing a shifting landscape as it moves from a reliance on 



previous and long-standing employment providers to new ways of doing business (City 
of Greater Geelong, 2024).  

EOS has gained a foothold in the region due to its simple, proven, practical, people-first 
approach and meeting the needs of leadership teams that want to be at the forefront of 
Geelong business. 

Geelong-based EOS data suggests: 

• Common challenges among Geelong businesses include leadership 
misalignment, chaotic growth, and lack of accountability. 

• Access to local, skilled business practitioners that are backed by a proven 
process for business success has been limited.  

• Many businesses are family-owned or community-driven and EOS helps 
preserve cultural integrity while scaling operations. 

• There is an opportunity to shift even more businesses in Geelong to an 
abundance mindset where the ‘rising tide will lift all boats.  

Accessing EOS in Geelong    

Geelong businesses can access EOS through several channels: 

• EOS Implementers: Geelong has three EOS Implementers available: 

o  Murray Smith 

o Chris Davies; and 

o Reyan Fernando.  

They all offer full-service EOS implementation, including facilitated sessions, coaching, 
and accountability support. 

• EOS Worldwide Resources: Free tools, webinars, and guides are available at 
www.eosworldwide.com . 

• Workshops and Seminars: Quarterly EOS breakfast seminars are held in 
Geelong to provide an introduction to EOS tools and peer learning opportunities. 
www.geelongbusinessaccelerator.com.au  

• Self-Implementation: Businesses can use Wickman’s books (Traction, Get a 
Grip, Rocket Fuel) and the EOS Worldwide website to self-implement EOS 
independent of an EOS Implementer, though success rates are higher with 
professional facilitation. 

http://www.eosworldwide.com/
http://www.geelongbusinessaccelerator.com.au/


Conclusion     

EOS is a proven framework that helps businesses clarify their vision, align their teams, 
and execute with discipline. Its simplicity, scalability, and people-first approach make it 
applicable across industries and geographies, including Geelong. Businesses that 
adopt EOS gain strategic clarity, operational traction, and cultural alignment. Those that 
don’t risk stagnation, misalignment, and missed opportunities. 

For Geelong businesses, EOS is more than a management tool, it’s a growth catalyst. 
With local implementers and a growing community of EOS powered organisations, the 
region is well-positioned to lead with clarity, accountability, and purpose and more 
important, win. 
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