
Host: Welcome to another exciting episode of the Acceleration Partners 
Outperform Podcast. On most of our episodes we discuss topics 
ranging from affiliate marketing and digital marketing to company 
culture, entrepreneurship and the like. Today's episode falls more 
into the like category. For these types of episodes, two of AP's 
fearless leaders, Bob Glazer and Matt Wool, will tackle tough 
business topics while enjoying a cocktail which is why we're 
referring to these episodes as truth, transparency, and tales.

Today's truth, transparency, and tales topic will tackle leadership 
roles. Specifically the visionary leadership role versus the 
integrator leadership role and why these roles can often to be at 
odds with one another. Bob and Matt, welcome.

Since this is your show, I'll let you take it away.

Matt: Thanks, Linux. Excited to be here, and happy to kick off this 
discussion. So before we start, Bob, we should probably confirm 
the fact that we are in fact sitting here with two glasses of whiskey,
which will probably make us a little bit more loose with our chatter. 
As Bob takes a big sip, so I'm Matt and I'm the integrator. Bob is 
the visionary. And Bob, we should probably start by explaining to 
people what the heck an integrator and a visionary actually are.

Bob: Sure. They are terms that we use from the EOS which is the 
Entrepreneurial Operating System also known as Traction, because 
of the book, but they've also sort of been used throughout history, 
and really, the distinction between the roles of usually often the 
founder and the person who has the vision and the plan and a view
of where they want the company to be, and the reality of the 
person who has to make that work on a daily basis. And I think 
going back to companies like Disney and Apple and often times the
integrator was very much behind the scenes and people don't 
know that person's name, but had really as much responsibility for 
the success of the business, particularly when a lot of large sort of 
founders are visionaries, and I think a lot of times, in fact, it's the 
visionaries who have gone unchecked without anyone that has 
great visions of the future, but with no ability to get the details 
working in the present have gotten themselves into a lot of trouble.

So I think what we've seen is the best companies really embrace 
those two roles and the differences and how they work together in 
a symbiotic way.

Matt: So which one are you?

Bob: I would be the visionary.

Matt: So that makes me the integrator.
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Bob: That makes you the integrator. So the way that Matt and I describe 
it often is that I am sort of running the 2018 business, I guess if 
we're thinking about this year, and Matt's making sure that or 
thinking about the 2018 business and Matt's really making sure 
that the 2017 business is operating and doing what it needs to do. 
And you know, it's really my job to think about where we're going 
and probably come up with ten ideas about how we can push the 
envelope or create something new. To which Matt and the rest of 
the leadership team would, you know, throughout eight of them, 
and batting .200, I think, kind of like batting .300 in baseball will 
get you in the Hall of Fame, I think batting .200 as a visionary is 
about as good as you're gonna get. And that's probably about the 
average this year. I think I had a lot of different ideas. I spent a lot 
of last year actually setting the three year plan, had a lot of crazy 
ideas this year. Got about two of them that had brought 
acceptance and we're moving forward with them. And you know, 
they will be key to moving the role forward.

So, yeah, I try to be a little forward looking and Matt can talk about
sort of what that means from the day to day, and the way we 
handle it too is that other than Matt or my assistant, everyone 
reports to Matt on our leadership team and up in the company. So 
we have really separated you know the roles and I'm even 
comfortable without having Matt at direct reporting.

Matt: So you think you bat .200, huh?

Bob: .200? Yeah. .200, I mean, that's not good, but my count, they're not
public yet, but yeah, if we count two things that we're launching 
this year.

Matt: Actually that makes

Bob: Right, maybe it was two out of twenty. I'm saying it was two out of 
ten. But, if you can come up with two. Maybe it's a more absolute 
number. Two things that are really new and move the needle, that's
what the business needs to move forward.

Matt: Right, so yeah, I would say that the integrative perspective it's all 
about finding the diamond in the rough. There's often a lot of 
rough, but the diamond is massive and so my job is to help find 
that diamond. And then figure out how to actually implement it into
the business and then make it make money. So that's really my job,
and like Bob said, pretty much you know really everyone in the 
operational part of the business reports to me, so I get to deal with 
all that fun stuff while Bob's thinking about next year. But, I think 
it's critical to the business, and like he said, every great business 
that we can think of has really had one of each, so I think it's really 
important to our success.
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Bob: And really, it's everyone playing to their strengths, I think, is what 
this dynamic does. Most founders really show up late for meetings, 
they get distracted by squirrels, they're late for their check ins, 
they don't do their paperwork, so that all sends a - oh, sorry, Matt 
wants to interrupt here.

Matt: I'm just gonna say, what happens if you're late for a meeting?

Bob: Yeah, if you're late for a meeting you have to apologize, at AP, you 
have to apologize for not valuing that time and wasting that 
person's time and not valuing their time as much as your own. I'm 
usually one to two minutes late for every meeting. Everyone falls 
into this stereotype. But again it's really, its comfortable with being
what you're good at. So, you know, most visionaries do this stuff, 
they have twelve reports they don't want them, they go to 
meetings they don't them, I think if everyone could me more 
comfortable in their own skin, you know, I like the challenge and 
the risk of creating something new or setting the opportunity. 
Whereas what drives Matt is figuring out how to boil it down to its 
essence and make it work and operate it. I think that if I was 
saddled with kind of just running the trains everyday, it probably 
would drain my energy and you know, trying to come up with a 
new idea everyday I know would exhaust his energy.

So, one of the things that we should talk about though I think, to 
make this relationship work you need a lot of trust, and that 
underlies probably a lot of disagreement. Because, really the future
and the present will be at odds for themselves, and there's a 
natural tension I think between the two roles. And I'm sure Matt 
has a handful of examples that he would like to give.

Matt: I would just say that we fight like an old married couple. When my 
wife overhears us talking on the phone she refers to him 
sometimes as my other wife. That's cause we fight like an old 
married couple. But yeah, I mean pretty much everyday, right 
there's something where Bob comes up with something and you 
know is trying to express it or explain it and I just don't think it 
really fits into the business. And we fight about that for a while and
you know, most of the time I think either he or I will realize that 
we're in the wrong and we'll kind of either decide mutually it's a 
good idea or no it's not really a good idea. Occasionally I think 
there's some that we can't get on the same page on and those are 
the ones that draw out for weeks and months are the ones where 
it's you know, six o'clock in the morning somewhere on the west 
coast and neither of us can sleep and you bring up [inaudible 
00:08:12] and talk about that. Like I don't want to talk about that 
at 6 o'clock in the morning. And they just keep coming.

But usually the ideas just don't go away, even if I'm fighting them 
and fighting them and fighting them over time he wears me down 
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like waves on an ocean beach and eventually, I start to see kind of 
where he's coming from. And we go with those.

Bob: Yeah so, just to give an example, I think this dynamic falls under 
most personality tests or quadrants where there are things that are
just going to be logically or diametrically opposed. So, the way that
this would play out in most cases is that I would say to Matt, "Oh 
I've got an idea. You know next year we should do x." And you 
know, Matt would say something crazy like, "That's ridiculous. How 
are we gonna pay for that or who's gonna do that? Or what are we 
not gonna do? So that we can do x." And I will say, "Well, but it's so
important that we do x because I'm not convinced that x is 
paramount to the future of our success." And Matt would say, "But 
what comes before x, y? You know, we're working on y and that's 
paying the payroll now and driving the revenue and that was last 
year's big idea so can we just finish y before start x."

And I think again in the same way as when you're team goes 
through different whether it's disc or we do a y analysis or if we do 
Myers Briggs, you can almost tell the arguments that people are 
having based on the personalities and the quadrants. I think almost
all the discussions you know, really fall into that sort of context, 
and that's always going to be the frustration in terms again, which 
is what Matt is being paid to do which is "who's gonna do that? 
How are we gonna pay for that? What are we gonna not do? You 
know, you just told me you want growth, but not this requires 
profitability." You know everything's a trade off. That is usually the 
essence of most of the discussions.

And again, we come somewhere in the middle or I realize that I'm 
not really gonna give up y so x must not be as important, or if I 
really really believe x is important, then that's where the multi 
month pitching and wearing down exercise sort of would come into
play. But, again, we usually meet in the middle or we usually agree 
to sort of a trade off. I think a lot of times too, it's about asking 
rhetorical questions of each other to try to understand the 
perspective. But, if you're getting along perfectly in these roles, if 
you think about I'm sure that every time Steve Jobs told Tim Cook 
that they were gonna launch a product in two months and just he 
would figure out the whole assembly line and all that stuff you 
know, I'm sure it just didn't end at that, so I just think it is a 
necessary tension in the role and if you understand it, you 
understand that both people are coming from the place of their 
strength and if you're getting along and agreeing on everything 
then you're probably missing something in the dynamic.

Matt: I think a really good example of this is our expansion into the UK 
which we really started last year. You know, Bob had been talking 
about, "Oh we gotta go to the UK for two years." And every waking 
moment it was like, when are we gonna get into London? And we 
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visited and we talked to everybody there and we went to 
conferences and we did all this stuff. And I just kept seeing, you 
know, we try to break into that market we're gonna have to hire 
people, we're gonna have to, you know, invest a lot of money, 
we're trying to grow the business here, why would we be, you know
looking at other markets when there's so much opportunity in the 
US. And so we just kind of kept having that back and forth and I 
just kind of was never ready to push it. Finally, we had an 
opportunity where we felt it was right, that we could make the 
investment there with a great person without a ton of risk, and, at 
that point it was the right time. I finally said, "You know what, I 
think based on where the business is and what we're doing, we can
actually swing this." And we agreed on the principles that would 
drive that, I think that's a really good example of how this works.

You know, for a long time, he really saw the vision of us being in 
the UK, being in Europe, and while I understood the vision, I just 
didn't see how we could hack it. And finally, we got to the place 
where, you know, I saw a way that we could do it. So we pulled the 
trigger. And now we're starting build a great business over there 
and it's becoming a big asset to Acceleration Partners. So I think 
that's a really good example of where this works. I mean there 
were times where I was ready to kick you when you were talking 
about the UK, but we have to go through those cycles in order to 
get to the end result I think.

Bob: And this is where, again, I think as a founder or a visionary, there 
are some things where they just don't make sense. I think the one 
thing that founders and visionaries do is they see things before 
they happen. And you know, I had a strong belief that programs 
were becoming global and I saw the market changing, and you 
know I dragged Matt over for a couple of trips and we talked to 
people and then I think again it came to a point where he shared 
that vision, but it was still a matter of hey how are we gonna pay 
for this and what are we not gonna do and again when the rubber 
hits the road.

Things typically that the visionary does not want to hear. But this is
also why a lot of most founders, you know, they run out of money 
or they get into financial trouble with their business and they just 
aren't as interested in the numbers as the idea. And you really 
need both. So commercially, I think there's been other times 
where, again, where Matt's pushing back or the opposite which is, 
"Is this really a big thing that we see changing or an opportunity. Or
is it a squirrel or is it a distraction?" So, you know, there are 
probably other numerous examples where, you know, there is 
something that I thought we should do, but you know, I wasn't that
emphatic about it. If the visionary is willing to give up on an idea, 
after a little prodding, it's certainly gives you a sense of where it is 
in their importance level.
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Matt: So one of things that I think we did that actually really helped us 
figure this out was the whole figuring out the y's. Right? We gotta 
talk about that.

Bob: Yeah, we do a lot of personality tests here. As mentioned, we do 
the disc system which a lot of companies do. But we've got a little 
bit deeper. There's a program we've worked with someone we 
know where the whole company was trained initially and then 
we've done subsequent trainings which is really your core y. And 
there, I think, seven or nine of these y. Seven, I think, two of them 
are pretty rare. But I think Linux has one of them. Our wonderful 
host. And really, it's the driving reason between why you ever do 
something personally and professionally. And as people understand
these y's, you really understand the communication style, you 
understand where people are coming from. So, not surprisingly, 
you know, our y's match our roles. Mine is to figure out a better 
way, and Matt's is to make sense. And where we both get 
frustrated is at the extremes of that.

If I am presenting a new idea or a new concept and Matt cannot 
make sense of it or cannot understand how it can be applied, he 
just can't get on board. And likewise, when I feel like when we're 
just not improving on something and we're just doing it well but not
better, I get frustrated. So, again, the roles fall into the personality. 
I think we all, one of our core tenants as a company is to really 
figure out people's strengths and have them spend time in their 
strengths. And we believe in being aware of your weaknesses. But 
the concept of working on your weaknesses and being mitigating 
them and trying to get better at them, is kind of a false promise. 
You need to be aware of your weaknesses. To know that I'm not a 
detail person, per se, if you're a founder, and I'm not terrible at 
details, actually, but as an example, a lot of founders are bad at 
details.

If you note, to sit around and harp on the details wouldn't make 
sense. To get an assistant would make more sense then to go 
create new ideas. So, you know, that falls into our roles and a lot of
roles across the company and I think puts us in a lot of these 
discussions. And it sort of sets the context for.

Matt: But the y is often why we don't see eye to eye initially, right? 
Because you have a fully formed vision in your head, and often you
struggle to kind of express the fully formed vision in your head in  
words or in writing. So then, I can't make sense of it. And when I 
can't make sense of it I'm like, "This is stupid. It doesn't make 
sense." And then over time, he's able to much better express kind 
of the fully formed vision that's in his head and then I start to really
understand it and make sense of it. I can so okay, now I get it. But 
it's rare that that happens in the first shot. If it happens in the first 
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shot we know we should just be writing a big check to do whatever 
it is you want to do.

Bob: Yeah, it is very common for visionaries to have full clarity of 
something in their head and it just doesn't come out in the same 
way. And or they expect that people just understand what they're 
thinking. We actually had a company call and one thing I try to get 
better at is working with my coaches is sort of communicating 
those unspoken expectations. And they're sort of a concept that I 
thought we can do better as a company that was always frustrated
me, but I never actually said it to anyone, I realized I just thought it
all the time and I assumed that people would just know that what I 
was thinking.

It reminds me of there was a study that someone said that they 
did, I think this described the dynamic perfectly, where someone 
sat across the table and tapped songs to the other person. And 
they thought 90% of the time the person should've understood 
what the song was. And the other person knew 5% of the time and 
they were getting incredibly frustrated and the person's tapping 
Mary Had a Little Lamb and just thinking that the other person 
should exactly know that that's Mary Had a Little Lamb and that's 
probably like a really good microcosm of what the visionary 
integrator relationship looks like. Which is I should give him a five 
second pitch and he should completely understand what I was 
talking about.

Matt: That's cranium.

Bob: Yes.

Matt: Right. I thought I was doing a great version of what's going on and 
humming it, and the people I was playing it had no clue what I was 
saying. So it just got into your head, that's what it feels like.

Bob: Yeah, and we had an example five minutes before this call started. 
We were talking through an issue that we were trying to resolve 
around a position that we wanted to take. And you know Matt was 
really clear on it needed to come out like this. We were gonna 
definitively take this stance in this part of the agreement or 
discussions but we needed some latitude to do that. So you know, I
threw out some sort of non linear way we could do that and he was
like, "Great, perfect, I'm very comfortable that we can take this 
stance and go back to our partner, however I came up with a 
creative way that we can adapt that, so it was again a perfect 
example where he was really set on how we were gonna do it and 
felt it was really important, but then within that frame, I was 
allowed to throw a bunch of things at the wall and see if they 
worked with him in that framework.
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Matt: So how does the visionary find an integrator?

Bob: You know, it's tough. I think that it's often through working with 
them or a reference or a connection. Inherently there probably 
would be some distrust in these people when they first get 
together in terms of, you're really, the willingness of a visionary to 
find an integrator is really on being self aware, understanding their 
weaknesses, understanding what they're not good at, and what 
they don't want to do. But, I think that's its likely to have been 
someone that they worked with who they really relished in the 
taking on as ideas, making them happen, and in doing that, they 
earn the trust of the visionary and the visionary is willing to back 
off.

So, I think the biggest compliment a visionary can pay an 
integrator is backing off. Is stepping out of those meetings, those 
reporting relationships, and say, "Look, I trust you to do this, I know
that you'll always do the right thing." But again, if they have asked 
asterisces to make sure that they always have the right to insert 
this new idea, it may be interesting to them.

Matt: Asterisces?

Bob: Yes. Plural version of asterisks. Perpetual right.

Matt: So Bob, this whiskey is pretty excellent. It's called a coffee still, I 
think. Do you know what that is?

Bob: Yeah. I'm not sure if it's from coffee or from coffee barrels.

Matt: I think that was the dude's name.

Bob: It's very good. And I think it's from Japan. Who knew that Japan 
held a good whiskey these days?

Matt: So what happens, Bob, when there's a visionary but no integrator? 
Like, what happens to the company?

Bob: Often times bankruptcy. No, I've been part of a lot of 
entrepreneurial organizations that I've seen a lot of amazing 
visionary founders and I think if I think about a lot of businesses 
that I've seen, whether it's just an incredible visionary a lot of 
times it's, but no integrator, it's two steps forward or one step 
back. Where they are constantly trying something new. There ends 
up being a lot of turnover because I think while people love 
working for that person, and they enjoy, they're reviews three 
months late and the thing that they were promised was never 
there and the strategy is changing every quarter and they have a 
hard time feeling a sense of accomplishment that they need. So, I 
think, some companies can pull it off, but more often than not, the 
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company sort of just doesn't grow, it stays I this sort of mode of 
shifting priorities, trying new things, never finishing anything 
through. But a lot of times it really ends in financial peril. So, I think
founders tend to be very bad at trusting people blindly, looking at 
money, you know they're very careful about sometimes you're 
growing fast and what that means on cash flow.

I've seen more than one company, you know, really struggle by not
understanding the difference between profit and cashflow and how 
you can be having great profit, but your cashflow can struggle. So, 
really, I've seen a lot of near death experiences which then often 
resulted in them bringing in of someone in the integrator role. But I
don't think I've seen a lot of companies who really have been able 
to be successful without someone being as serious about the 
operations of the business as the ideas of the business.

Matt: Right, and a lot of times the visionary thinks that everyone, they 
are 1000% dedicated to their vision and they just believe that 
everyone else should be 1000% dedicated to the vision and it's 
hard to understand that there are other realities like, you know, 
salaries and other things that go along with that for people beyond,
kind of the vision of greatness that they see.

Bob: Yeah, and look, we've had, like Matt said, these five years we've 
had a lot of, we've worked with a lot of high growth companies. E-
commerced backed, we see backed companies. And I'm sure you'll 
notice some of these examples, but one of the things that we see 
in particular is you know, creative businesses really struggle, where
you have a creative founder who drives the product, is all about 
the product, is a product genius. But they don't care about things 
like hiring, and performance reviews and turnovers and the 
business just grows like crazy. I've seen them get to five or ten 
million dollars and they have this product and it's their product 
vision. And then suddenly, that's when it starts collapsing on itself. 
Because, without knowing how to manage people and inventory, 
and all this other stuff that's been relegated to be secondary 
towards this sort of product and the vision, it works until it doesn't 
work and we've seen this multiple times.

Usually again, really brilliant visionary, creative founder. They can 
get away with it for a while. I think they can get away with five 
million in revenue, but I think what you see is you start to get to 
ten and beyond and it starts to become a huge achilles heel.

So I flip the question, and I say to you, the same basket of 
companies that we've seen over the years what do you see when 
the visionary, they usually had to be a visionary I guess to start it, 
but when the founder steps down and the company is just sort of 
hasn't integrated and is running from an operational capacity?
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Matt: Yeah and a lot of times they just plateau, they can kind of keep 
existing and they can keep doing well. And maybe they're a 
lifestyle business. But you don't see them grow. You don't see them
introduce great new products, you don't see them kind of maintain 
leadership positions in the market. And look, if you're a big 
company you can do that for a while. There's a guy named Les 
McKeown who has a whole book called Predictable Success and 
basically it's got seven stages of a company's life cycle. Basically 
the last two or three stages of that cycle are essentially different 
forms of dying. But if you're a big company you can be those kind 
of death spiral stages for a long time. And look that's why 
companies like Starbucks brought back Howard Schultz. That's why
Apple brought back Steve Jobs. That's why some of these very very
large companies are big enough that they can kind of exist, almost 
in perpetuity but they're not growing very fast. They're not moving 
forward or innovating.

I would claim that the movie studios are that way. I mean the 
movie studios are just doing the same things over and over again, 
but they're big enough that they can just keep going, but no one is 
gonna say, "Wow, that was so innovative, what they did." If you 
look at their PNLs, they're not growing 30% a year like they used 
to. So yeah, I think you plateau and then you probably start to 
slowly die over time and depending on how big you are or how 
good the innovator is, that can be a quick death or a long death. 
But it ends up being a death.

Bob: Or how much cash do you have.

Matt: Right.

Bob: But I think the big lesson and from our learning, is as companies, a 
lot of times they swing back, right. So as Matt said, they bringing 
back Steve Jobs, right. They brought back Steve Jobs, but he had 
Tim Cook. I think companies switch from, we need new ideas, to we
need excellent operations. I would put forth that you really need 
both. And that actually is the healthy tension, where you have 
someone who is excited to just figure out how to operate the 
business, make it run great manager, likes managing people, keep 
the trains running. Does not want to come up with lots of new 
crazy things, not that they couldn't, but really they get their energy
from making sure that it's operating as well as it can. And then 
someone else who freed from those responsibilities is really 
thinking about the future and where its going and where product 
should go and that's where a lot of founders end up settling up as 
their companies get bigger is in product development roles, or 
strategy roles. That's really their interest and again, they just were 
afraid to let go the other stuff.

I think a lot of companies flip back and forth but really that 
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combination is what will work at the end of the day.

Matt: So I think, Bob, that you know, in summary, I mentioned before 
kind of that we fight like an old married couple. But in a lot of ways,
it is like a marriage, right? You know, we're together a lot of time, 
every day, every week. And you know, we have to really 
comfortable with each other, and I think really understand each 
other and really see what the other brings to the table, and at the 
same time I think be okay that there are things that we don't 
necessarily get about the other person and probably never will. But
they just have to let that go because it's part of their relationship. I 
mean, I have a million things about my wife that I don't understand
but, it's part of the relationship and it works really well. So, it's 
probably pretty much the same thing.

Bob: Yeah, I think it is similar to marriages and this is a relationship 
where I think most marriages are actually you're marrying 
someone different and there's something in the combination that 
brings harmony. Because I always say what you admire about them
the most five degrees off is what frustrates about the most. So I 
think it's very similar to this sort of relationship where what makes 
it work is the balance between the two. But at times that's what 
make it frustrating.

But I think back to sort of the concept of Patrick Lencioni and the 
five dysfunctions of the team. Which is that trust underlies 
everything and without trust you have conflict avoidance and false 
agreement, and that if you have a relationship underlay by trust 
you can have conflict and you can have open conflict, but everyone
is saying what they mean and they don't have to agree. I think the 
nature of this role is that you will not agree. And these roles, is that
you will not agree. But you need to be willing to discuss this stuff 
and beat the table on it and get in arguments about it and then 
come to a conclusion. And I think if you're not having those 
discussions people aren't saying what's on their table. So that's 
one thing I've learned over the years.

Matt: So are you hauling I motes or am I hauling your motes?

Bob: You know, I don't know enough to fall into that trap of which way it 
is. But both were necessary. I'll leave it with that. To our listeners 
out there, hopefully we've tried to be transparent and at least 
entertained you, maybe enlightened you with some of our 
ramblings here about what the visionary role is and what the 
integrator does. Really the moral of the story is that if you look 
back over time at most successful businesses that endured, both 
roles were present. You might've heard one name, but both roles 
were present in the organization. Particularly if you want to be 
sustainable and kind of growing in the long run.
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Our podcast series continues, we've got a lot more insightful 
discussion to share related to performance marketing, leadership, 
growing your businesses, and the like so stay in tune for our next 
episode.

Matt: So that means I'm studying your chair?

Bob: If that makes you comfortable.
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