The Strategic
Pruning Playbook

A methodology for the employees, projects,
and relationships we must give up to move

forward. Based on the principles of Dr.
Henry Cloud & Peter Drucker.




Growth requires systematic,
organized abandonment

Life produces more relationships,
initiatives, and strategies than you
can sustain. Maintaining yesterday’s
decisions commits an institution’s
most valuable resources—its

ablest people—to non-results.
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‘%—- unless one first sloughs off yesterday.”
— Peter Drucker




Normalizing the pain of necessary endings

Quitting is not failing. An ending is simply a beginning in disguise.
The goal is to move from learned helplessness to equanimity.

The Pain Spectrum

/ Pain with a Purpose
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Pain for No Good Reason
(Learned Helplessness)

Growth / Potential

The short-term sting

of a necessary ending
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The good detracting from the great

A plant has limited life and energy. Healthy, average buds, if left alone, suck life away from the great ones.

; ; ; The Resource Funnel ; ; ;
Unpruned: Energy Strained Pruned: Energy Directed
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The sick that cannot be cured
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You have fertilized, watered, and | Takeaway: Acknowledge when a key
nurtured. But despite your best efforts, ||| initiative or employee is diseased. Liberate

the situation is not improving. [\|/\ your energy by admitting it isn’t working.
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The dead preventing

the living

Misguided strategies that served you
well ten years ago now obstruct the path
of living branches. They take up space
required to reach full potential.
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1 Takeaway: Put every product,

/ process, and end-use on trial for its
life on a systematic, regular basis.
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Evaluating who deserves your trust

Not everyone is responsible and loving. You cannot deal with

everyone the same way and expect change.
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The Trust & Remediation Matrix

Absorbs light.

Adjusts behavior based
on truth.
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Invest and give hope.

Denies and deflects.

Adjusts the truth to avoid
adjusting themselves.

Institute consequences.

Intends harm.

Uses reason as a
weapon.

Remove and protect.
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The conversation changes

Fools try to adjust the truth so
they don't have to adjust to it.
They see the problem as ‘out there.!

when talking fails.

Since talking doesn't get
anywhere—stop talking! Shift the

conversation entirely to limits and
consequences. They only ‘get it’
when it begins to cost them.




Distinguishing real hope from empty wishes

Hope is a powerful force, but false hope is an addiction to potential.
The past is the most accurate predictor of the future.

y The Hope vs. Wishing Decision Tree \

Are you hoping tomorrow ‘ / o
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Is there
OBJECTIVE EVIDENCE
based on past behavior
to support this?

]

\Ny

ﬁ/iil

/ Strateqy:
Invest time and energy.

IS

e



The internal maps that keep us paralyzed

Our failure to end things usually has little to do with the business itself. It stems from flawed mental
software and past trauma that creates an abnormally high tolerance for suffering.
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Embracing hopelessness as a catalyst

‘I'll do it later’ provides momentary relief but guarantees future pain.
Selective memory minimizes the negatives to avoid confrontation.

The Activation Curve "
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The Pruning Moment:
Realizing Hopelessness.
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Fearless Execution.

J ~/ Takeaway: The awareness of hopelessness—admitting a situation will not magically /
(VA fix itself—is exactly what fuels the courage to finally execute the cut. .-
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The magic of self-selection

You don’t have to be the ‘bad guy’ who rejects someone.
Define the required performance, character, and outcomes.

Step up to the
standard

The Standard
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“Right now, you aren’t that person... I hope you

choose to become that person. But that is up to you.”




Architecting the difficult conversation

We often sit on right decisions

simply because we dread the !./_ Define specific goals prior
conversation. Unprepared leaders L to the meeting.

allow pleading or arguing to alter
the outcome. Prepare on paper, ‘!'./_ Balance care for the persor
pilot if necessary, and with absolute truth.

execute with clarity.

IL’V; Maintain a respectful tone to

bypass emotional distortion.
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"{ Secure explicit agreement
-

on the finality and next steps.




Metabolizing grief to fuel redeployment

Grief has movement; it goes forward.
Face the reality that it is over to keep
what is usable and eliminate what is not.

Phase 2
Metabolizing Grief)

(Freed Resources) ©

Takeaway: Beware the “Myth of the Bank.” Saved resources quickly find useless new homes.
Immediately and proactively redeploy your best people toward your most promising successes.




| Limited Resources | + [ Required Pruning |
+ [ Metabolized Grief | = Space for Greatness

The Ecology of Leadership

Whether you are managing a product line, a friendship, or a
personal habit, the mechanics of sustainable growth are identical.

The good cannot begin until the bad ends. Endings are not a
failure of leadership; they are the truest expression of it.




