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P.R.O. Business Depth Chart is one of these concepts from the sport of 

American Football. It is a snapshot of a team’s starting roster, along with the 

backups for each position. It allows coaches to have the right players in the 

right roles, with a contingency plan for each position.

What is  a  P.R.O. Business Depth Chart?

There’s a reason why over 90% of executives at Fortune 500 companies played 

sports at one point in their careers. The principles, discipline, and lessons 

learned in sports are highly applicable to the business world, especially during 

times of disruption, chaos, and uncertainty. 

There are      reasons why a Depth Chart 
is so important in the game of footbal l .

1 :  Injuries during a game

A Depth Chart al lows coaches to plan for 
injuries when heading into each game by 
assigning a backup for each posit ion.

2 :  Future planning: recruit ing 

Footbal l  coaches always plan ahead with 
a long term view. The Depth Chart helps 
coaches identify the players who need to 
step up next year when a start ing player 
leaves the team. 

Planning and preparing for these 
changes in turn:

 al lows coaches to keep their 
b u s i n e s s o p e r a t i o n s ( t e a m ) 
r u n n i n g s m o o t h l y d e s p i t e 
c h a n g e s a n d u n f o r e s e e n 
circumstances. 

 
makes things less chaotic for 
the players involved. 

 

removes uncertainty and fear. 

 

makes it  easier for the team to 
handle changes on the field. 
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The coaching staff  and team go into the game feeling confident, and ready to 
handle whatever comes their way.
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Today, disruption is more prevalent than ever. Competit ive pressures are 
increasing, consumer demands are on the r ise, technology is becoming 
commoditized, and the threat of new entrants is high. As a result, businesses 
need to respond faster and pivot more frequently, which requires teams and roles 
to shuffle constantly to best attack future demands. 

al lows you to plan ahead and 

fill any voids within the team 

to ensure business operations 

and execution don’t suffer. 

wil l  make your business 

operations less chaotic and 

more under control. 

wil l  al low you to anticipate the 

changes that need to occur, 

making things run smoother.

When your team knows what role they need to play, can anticipate changes, and 

feel confident in executing amid that change, your team is more l ikely to push 

through.

As a result, in a world where 

over half of employees plan on 

leaving their jobs according to 

a Bankrate survey, your team 

i s l e s s l i k e l y t o q u i t . T h e 

following pages include a step 

by step guide to building and 

d e e p e n i n g y o u r P . R . O . 

B u s i n e s s D e p t h C h a r t t o 

maximize performance, boost 

r e t e n t i o n , a n d w i n a m i d 

disruption and chaos.

To dive deeper into the concept itself,  or other concepts related to leading in a world 
ful l  of disruption, chaos, and uncertainty, you can get a copy of The P.R.O. Business 
Mindset, available now on Amazon, Barnes and Noble, and other major retai lers.

Amid this reality, a P.R.O. Business 

Depth Chart:
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Step 0: Pre-Assessment

0
Before you begin implementing the steps to building your P.R.O. Business 

Depth Chart, please watch the video below right now by clicking on the 

thumbnail or the l ink you received in the email with this pdf.

 This video is the most crucial component of this exercise.

The video walks you through The Pre-Assessment, also known as Step 0, where 
I take you through an activity for a current-state evaluation.
The video walks you through The Pre-Assessment, also known as Step 0, where 
I take you through an activity for a current-state evaluation.
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H e r e  a r e  t h e  a c c o m p a n y i n g  a c t i o n s  
t r a n s c r i b e d  f r o m  t h e  v i d e o  f o r  

S t e p  0 ,  T h e  P r e - A s s e s s m e n t :

Write down the names of al l  your team members in no particular 

order. Whether you’re leading a team of executives, a department, 

or a cross-functional project team, in very few words, write down 

each team member’s key responsibil ity or the areas that they 

oversee.

Now, under each name and role, write down who your number one 

backup is for that position in case the current team member was to 

leave today. Only put down a backup if that person can take on the 

new role and execute on 80 percent of the requirements of the role, 

as of today. It’s OK to add the same person as backup to two 

positions. The idea is to see whether your current team can hold 

down the fort and execute without taking any major losses.

Does everyone on your team have a backup? If yes, then you’re in 

good shape. If there are gaps, which we usually see for highly 

specialized, skil led positions, then you need to work on deepening 

your P.R.O. Business Depth Chart.
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F I L L  O U T  T H I S  S E C T I O N  
W I T H  S T E P  0  A B O V E
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S t e p  1 :  B u i l d  Yo u r  L e v e l - Tw o  P l a n

1
Once you’ve watched the Pre-Assessment video and finished your P.R.O. 

Business Depth Chart assessment and gap analysis, now it's t ime to identify 

the backups you wil l  need for each of the roles. This is a forward looking step 

with a long term view point, and requires some planning on your end.

In your P.R.O. Business Depth Chart, under each of the roles and the 

individuals that occupy the role, write down at least one additional person on 

your team who can step into the role and deliver. You can have a certain team 

member be a backup for more than one position—that’s totally fine.
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List your team members from the P.R.O. Business Depth Chart and their 

backups:

Primary Role and Name Primary and Secondary Backup

Ex. Team member 1 Ex. Team member 2, Team member 3

The key here is to determine who has the right skil l  set but also the 

adaptabil ity to step into a role that is either different or a step up from his or 

her current role. This involves a bit of crit ical thinking on the leader’s part but 

also some art and some faith.

You need to have someone ready who can step up or take on a different role. 

It’s al l  a part of the planning. Great leaders always priorit ize depth in their 

teams. As hard as it may be emotionally, plan for every situation and execute.
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I  remember watching the Toronto Maple Leafs and Montreal Canadiens play 

during the first round of the 2021 NHL playoffs. And in the first game of the 

series, John Tavares, Toronto’s captain, got hit on a play and was taken out on 

a stretcher. He would end up missing the entire series.

After the game, Toronto’s head coach made a statement: “It’s a big loss for us, 

but we’ve got lots of depth. Good teams overcome these types of things. 

That’s going to be on us.”

Although Toronto lost to Montreal in that round in the final game of the series, 

it goes to show that you have to be ready to continue during the toughest 

moments. When a star player goes down at a crucial moment, you have to be 

able to continue without them.

Continued…
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Step 2: Plan Your Successors

2
Now it’s t ime to identify the “rookies” or members of the team who you want 

to train and get ready to step into key roles in the future.

Start by looking at the individuals who have the transferable skil l  sets to step 

into your key roles. Look at the three things one needs to perform in a 

particular role. For example, if one of your positions is a people partner, a role 

that a l igns business object ives with people solut ions and works with 

individuals to maximize success, then the key skil l  sets required for this role 

might be (1) communication, (2) strategic direction, and (3) influence and 

negotiation.
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List your high potential individuals and possible roles they can step into:

High Potential Individuals

Ex. 

- John Doe (Marketing Manager)

Possible Future Role 

Ex.

- Can step up as Director of 
Marketing

- Can be placed on ‘special 
projects’ team as new lead

You can also identify individuals who are directly reporting to someone but 

have yet to mature from a management and team leadership standpoint. In 

these situations the focus would be on identifying who has the leadership 

traits to step into a role. In my experience, the higher up I moved in a 

company, the more soft skil ls I needed to tap into.
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3
Step 3: Train for Multiple Positions

Build a plan to train everyone on your team for the positions identified in 

step 2.

Train your team to be able to step into these roles and hold down the fort 

when needed. Find ways to get someone time performing a few tasks that 

may be risk-free, or pair someone up on a project that wil l  show them what 

the potential role looks l ike.
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Team Member (Primary & Backups) Training Plan

Ex.

- Ex. John Doe (Marketing Manager)

Ex.

- Team management training 

a) Course and give opportunity 
to manage people

- Conceptual thinking 

a) Course and provide more 
decision making 
opportunit ies with ongoing 
coaching

List your team members here and the training plan for each:
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Across all of my teams, we always ensured someone could step into a different 

role and move things along. Which meant getting trained across different areas 

of the team. Some of these were roles that would be a natural progression, 

and some were roles that had a similar foundational skil l  set but different 

outputs.

When we didn’t have the movement we needed on a project, someone was 

able to step up. When we had to fix data issues that affected over 50 percent 

of the business, someone was able to step up. And when a brand-new product 

launch didn’t go as planned, the entire team was able to step up and get it 

done.

Bonus: Training for multiple positions also allows you to cover for each other 

when on vacation. When someone is off, they should actually be “off.” Which 

means no emails, phone calls, or any other communication unless it was 

mission crit ical (which is rarely ever the case). You can stick to this rule if you 

have the right depth. You wil l  notice team members stepping up. And with the 

support of your colleagues and teammates, it wil l  work l ike clockwork.
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4
S t e p  4 :  Tr a i n  f o r  S c e n a r i o s

Once you’ve got your whiteboard P.R.O. Business Depth Chart ready with your 

backups and successors, now it’s t ime for the team to practice and get 

comfortable with the potential change as a whole. It’s important to practice or 

come as close to a real-l ife situation where the team members need to take on 

a different role or step into a bigger role.

As a team, spend time doing a scenario exercise. Think of it as a simulation 

where you throw potential wrinkles in your strategy and go through the plan of 

attack with your team. 
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Scenario

 Ex. 

- A recent product launch fai led, OR

- Key leader left company, OR

- Data breach across company

Plan of Attack / Changes To Be Made

Ex. 

- Identify reasons behind fai lure, 
change strategy, and shift  focus to 
new product innovation

- Identify backup for vacant role and 
adjust team structure

- Bui ld new task force for short term 
crisis management, assign key 
actions, and bui ld plan of attack 
with del iverables and owners

List sample scenarios below and your plan of attack: 

As you go through a planned business scenario, address the following 
questions:

What wil l  the new priorit ies become?
 

Who wil l  need to step into different roles? 

Who wil l  need to take on a completely different role? 

What ski l l  sets wil l  we need to acquire? 

What data wil l  you need to continue the posit ive momentum?
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This will get your entire team thinking about how to execute with change 
and what everyone’s role will be.

The day before our football game, we would do a dri l l  where the starting 

twenty-four offensive and defensive players would stand in their respective 

positions on the field. Everyone else would be l ined up on the sidelines. One 

by one, the coach would start call ing out the names of the players on the 

field to simulate an injury. The name called would have to come off the field, 

and their backup from the sideline would have to jog onto the field and 

replace them. This dri l l  was run at a fair ly high speed and required clean, 

swift, clockwork-l ike substitutions. Very rarely would we have two people jog 

onto the field to replace the same person coming off the field, but if it did 

happen, that was the perfect t ime to clear things up, so it didn’t happen 

come game day.
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5
S t e p  5 :  B u i l d  Yo u r  P i p e l i n e

Sometimes we don’t have the right people available internally. There may be a 

certain skil l  set that just cannot be cross-trained, or there may be no one 

available to help you find depth in a crit ical moment. 

Imagine being in the middle of a crit ical launch, and your star player has to 

leave the job for personal reasons. You cannot spend a week building out a 

job description, another week to sift through applications, and then another 

two weeks interviewing candidates. That is too slow in today’s world. 

Therefore, it’s very important, and the responsibil ity of every leader, not the 

HR team, to always be building your pipeline of potential external recruits that 

can step into your most crit ical roles.
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Try and say yes to a coffee chat with a graduating student or to a virtual 

connection with someone who reaches out and holds a similar role to what you 

have on the team currently. It does not take much effort but al lows you to 

“interview” prospective recruits before you ever need them. Always try to 

connect with at least a couple of potential candidates a month over a fifteen-

minute coffee chat. It’s less stressful than an interview for the candidate, and 

you get to see their human side while building your pipeline.

List the roles with highest risk, and external individuals in your pipeline who 

can fill the role. Key is to build this l ist on an ongoing basis.

High Risk Roles

Ex. 

- VP of Legal

Potential Pipeline

Ex.

1 - Jon Doe (connected during 
charity event)

2 -  Jon Doe 2 (worked together at 
previous job and may be open to a 
new role)
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I  have personally received great ROI on such connections. For instance, during 

a particularly crit ical t ime, one of my key team members received an offer he 

could not refuse and decided to leave the team. It was not a role I could fill 

internally, given the specific skil l  set required.

 

I had connected with someone who had reached out a few months earl ier and 

kept them in my pipeline; I was able to hire the replacement within one week 

of the resignation. The two weeks of overlap time between the two made a 

world of difference given the tight t imelines we were up against.
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S U M M A RY

Step 0: Pre-Assessment

-  List names and roles

-  List current backups

-  Identify gaps

Step 1: Build Your Level Two Plan

-  Evaluate internal resources

-  Identify potential backups

Step 2: Plan Your Successors

-  Identify individuals with potential

-  Assign to future roles

Step 3: Train For Multiple Positions

-  Build training plan

-  Implement training plan

Step 4: Train For Scenarios

-  List potential scenarios

-  Identify change and actions

-  Takeaway learnings

Step 5: Build Your Pipeline

-  List high-risk roles

-  Recruit and build l ist

H E R E  A R E  
T H E  6  

S T E P S  T O  
B U I L D I N G  

Y O U R  
P. R . O .  

B U S I N E S S
D E P T H  

C H A RT:
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N E X T  S T E P S :

P.R.O. Business Mindset Keynotes & Workshops:

I f you would l ike Tanvir to deliver a keynote speech to help your business 
adapt in a fast-changing, digital future, reduce turnover, and enable your team 
to battle uncertainty, chaos, and disruption:

Click here to learn more about Tanvir’s P.R.O. Business Mindset Keynotes 

LEARN MORE
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G E T  I N  T O U C H
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To inquire about having Tanvir as an interviewee or a guest for your 
outlet including for expert commentary or interviews, please directly 
email contact@tbmomentum.com

h t t p s : / /
twitter.com/
tanvirbhangoo
?lang=en

h t t p s : / /
w w w. l i n k e
d i n . c o m /
i n /
t a n v i r b h a n
g o o /

h t t p s : / /
www.instagra
m . c o m /
tanvir.bhangoo/
?hl=en

h t t p s : / /
www.youtube.c
om/channel/
UC5o3SCCGB
dhxlynSGW_S7
9g

h t t p s : / /
open.spotify.co
m / s h o w /
4l621D2M0dO
EjN6nH2pbEx

ꊯ  Tanv i r  Bhangoo

T A N V I R  B H A N G O O  

http://www.tanvirbhangoo.com
https://twitter.com/tanvirbhangoo?lang=en
https://twitter.com/tanvirbhangoo?lang=en
https://twitter.com/tanvirbhangoo?lang=en
https://twitter.com/tanvirbhangoo?lang=en
https://www.linkedin.com/in/tanvirbhangoo/
https://www.linkedin.com/in/tanvirbhangoo/
https://www.linkedin.com/in/tanvirbhangoo/
https://www.linkedin.com/in/tanvirbhangoo/
https://www.linkedin.com/in/tanvirbhangoo/
https://www.linkedin.com/in/tanvirbhangoo/
https://www.instagram.com/tanvir.bhangoo/?hl=en
https://www.instagram.com/tanvir.bhangoo/?hl=en
https://www.instagram.com/tanvir.bhangoo/?hl=en
https://www.instagram.com/tanvir.bhangoo/?hl=en
https://www.instagram.com/tanvir.bhangoo/?hl=en
https://www.youtube.com/channel/UC5o3SCCGBdhxlynSGW_S79g
https://www.youtube.com/channel/UC5o3SCCGBdhxlynSGW_S79g
https://www.youtube.com/channel/UC5o3SCCGBdhxlynSGW_S79g
https://www.youtube.com/channel/UC5o3SCCGBdhxlynSGW_S79g
https://www.youtube.com/channel/UC5o3SCCGBdhxlynSGW_S79g
https://www.youtube.com/channel/UC5o3SCCGBdhxlynSGW_S79g
https://open.spotify.com/show/4l621D2M0dOEjN6nH2pbEx
https://open.spotify.com/show/4l621D2M0dOEjN6nH2pbEx
https://open.spotify.com/show/4l621D2M0dOEjN6nH2pbEx
https://open.spotify.com/show/4l621D2M0dOEjN6nH2pbEx
https://open.spotify.com/show/4l621D2M0dOEjN6nH2pbEx

