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If you're stepping into a company as a fractional COOQ, you're not there to observe. You're there to
diagnose, align, and execute.

Most founder led businesses don't struggle from lack of vision. They struggle from lack of
operational discipline. Revenue grows. Complexity expands. Margins tighten. Accountability softens.
The visionary keeps creating opportunity, but the machine underneath starts to strain.

A strong second in command restores structure, financial clarity, and execution cadence.

These are the books that shape how we approach operational leadership, business turnarounds, and
scalable growth at ATLATL Business Solutions.

If your goal is operational excellence, margin expansion, and long term sustainability, this reading list
builds the foundation.

1. The First 90 Days - Michael D. Watkins

Core lesson:

Leadership transitions determine long term outcomes.

Why it matters for a fractional COO:

You don't have the luxury of a slow ramp. You must assess culture, capability, financial health, and
political dynamics quickly. Early credibility is earned through structured diagnosis and disciplined
execution.
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Operational impact:

Strong transitions accelerate alignment and prevent unnecessary disruption.

2. The Second in Command - Cameron Herold

Core lesson:

The operator’s role is distinct from the visionary'’s role.

Why it matters in scaling a business:

Vision without systems creates friction. The fractional COO operationalizes strategy, installs process
discipline, and builds execution rhythm.

Operational impact:

Complement the founder. Don't compete with them.

3. Radical Candor - Kim Scott

Core lesson:

Challenge directly while caring personally.

Why it matters in operations leadership:

Accountability conversations are unavoidable. Culture either strengthens under clarity or erodes
under avoidance.

Operational impact:

High standards combined with genuine respect create durable performance.
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4. Turnaround Revelations - Jay David

Core lesson:

Fix the business before it requires a rescue.

This book challenges conventional turnaround thinking:

+ Cost cutting usually isn't the right first move
+ Accounting metrics can look fine while performance deteriorates
* Root causes matter more than surface symptoms

+ Incremental, practical changes build real momentum

Why it matters for a fractional COO:

Many organizations bring in outside operational leadership when results stall. This book reinforces
disciplined diagnosis over reactive expense reduction.

In skilled trades and industrial companies, survival mode thinking destroys margin and morale.
Sustainable transformation requires structural clarity and decisive action before crisis hits.

Operational impact:

Prevent the turnaround by strengthening the system early.

5. Good to Great - Jim Collins

Core lesson:

Disciplined people, disciplined thought, disciplined action.
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Why it matters in operational excellence:

Execution quality is directly tied to who's in key leadership seats.

Operational impact:

Get the right people aligned before optimizing systems.

6. The Goal - Eliyahu M. Goldratt

Core lesson:

Every organization has a constraint limiting throughput.

Why it matters for a fractional COO:

Operators often waste time optimizing non constraints. Identifying the true bottleneck and elevating
it increases throughput, improves cash flow, and strengthens margins.

This book introduces the Theory of Constraints, a foundational framework for manufacturing,
construction, and service operations.

Operational impact:

Throughput drives profitability. Focus where it actually moves results.

7. The Dichotomy of Leadership - Jocko Willink and Leif Babin

Core lesson:

Leadership requires balance.

Why it matters in high pressure environments:
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Operational leaders must balance urgency with stability, authority with humility, decisiveness with
flexibility.

Operational impact:

Strength without control creates instability.

8. Excellence Wins - Horst Shulze

Core lesson:

Excellence is engineered into process.

Why it matters in service driven businesses:

Repeatable systems create premium performance in mechanical services, HVAC, fabrication, and
professional services.

Operational impact:

Quality must be embedded into execution standards.

9. Grit - Angela Duckworth

Core lesson:

Long term perseverance outperforms short term intensity.

Why it matters in scaling organizations:

Operational transformation isn’t a quarterly initiative. It's a sustained discipline.
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Operational impact:

Consistency builds durable culture.

10. The Great Game of Business - Jack Stack

Core lesson:

Financial transparency improves operational performance.

Why it matters for a fractional COO:

When teams understand margins, labor burden, and cash flow, decision quality improves across the
organization.

Operational impact:

People perform better when they understand the score.

Bonus: Extreme Ownership - Jocko Willink and Leif Babin

Core lesson:

Total accountability starts at the top.

Why it remains essential:

Leadership balance matters, but ownership is non negotiable. When deadlines slip, margins shrink,
or client relationships strain, leaders can't deflect responsibility.

For a fractional COQ, this mindset accelerates trust and drives cultural reset.

Operational impact:
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If it happens under your watch, you own it.

What This Reading List Builds

A high level fractional COO must be:

- Strategically disciplined

+ Operationally structured

Financially literate

« Direct in communication

Relentless in accountability

These books collectively build the mindset required to drive business turnarounds, operational
excellence, and scalable growth.

At ATLATL Business Solutions, we apply these principles inside founder led companies across
skilled trades, industrial services, and growth stage organizations. We focus on system clarity,
margin discipline, leadership accountability, and execution cadence.

If your company is growing but operational friction is increasing, or if you're considering hiring a
fractional COO to bring structure and performance alignment into your organization, start by
mastering these frameworks.

Execution isn't accidental. It's engineered.

Everything a Business Owner
Needs to Know When Hiring
a Fractional COO
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