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DEDICATION

 

To Houston, Camryn, and Griffin

You are what I’m most proud of in this life. Watching you grow into the people you’ve become has been the best part of mine.

I’ve loved every minute of being your father. Indian Guides and Princess campouts, coaching your sports teams, National Parks adventures, road trips, Monopoly marathons, playing disc golf, and more movies than we can count. 

You taught me patience. You taught me what it means to show up. Each of you has found your own path, in your own way. I’m proud of who you are. 

I love you always.

 

To Lori

Thank you for the love, fun, and the deep respect we share every day. I'm grateful for what we have and who we are together.

I'm looking forward to what's next.








 

 

 

 

 

 

THANK YOU

 

To Vic

Thank you for showing me that leadership and being human are not opposites. 

You taught me about “making sure”, treating people with respect, how to “plus it,” and leading with integrity.

Your impact didn’t stop with the teams you built. It also shows up in the leaders you helped shape, including me. I’m trying to pass it on.

 


 

 

 

 

 

 

IN MEMORY

 

In loving memory of Richard Burcham (1946–2015).

A father, a builder, a leader.

You showed me what it means to take pride in your work, stand behind your commitments, and show up for the people who matter.

I miss you dearly. 

You are missed more than words can say. Your example shapes how I work, how I lead, and how I live life every day.

 

 


 

 

 

 

 

 

INTRODUCTION

 

There are a thousand books on leadership. Maybe you’ve read half of them. Hell, there are fifty books just about being “authentic.” Most are filled with abstract theory or rah-rah inspiration that sounds great on a slide deck and evaporates by Monday morning.

Most of them sound right.
Almost none of them work when it matters.

The principles in this book aren’t new. You’ve heard versions of them before. What’s different is that they hold up when things get messy, deadlines slip, and people are tired.

You’ve seen the other kind of leader. The one who calls a team meeting to announce a big win, takes the credit in the first sentence, thanks “everyone” in the last one, and orders pizza on the way out like that closes the tab. They’re not evil. They’re not even always incompetent. But they’re performing leadership instead of doing it. And their teams know it. They always know it.

That’s where the title comes from. Beware the Hero with Free Pizza. Because the pizza is real. The heroics usually are not. 

This book comes from years of leading through big projects, chaos, mistakes, reorganizations, late-night calls, and the rare moments when everything actually works. Over time, one thing became clear. The difference between leaders people tolerate and those they trust isn’t about being smart. It’s about how they act.

We treat leadership like it’s the finish line. You get promoted, get a title, and that’s it. You’ve made it.

Wrong. It’s the starting line.

Because once you lead, your success stops being about you. Now it’s about your team, your decisions, and the ripple effect of both.

MY LEADERSHIP MANIFESTO

Those patterns became what I call my Leadership Manifesto. It’s not fluffy. It’s not theoretical. And it’s not pulled from a LinkedIn post or a TikTok labeled “Leadership 101.” These principles were built in the trenches, earned through trial, tested with teams, and sharpened over time.

Each chapter in this book is built around one of those principles. What it looks like in action, how it fails, and how to lead with it when it counts.


		Extreme Ownership

		Focus on the WHAT, empower others to focus on the HOW

		Expect greatness from yourself and others

		Show appreciation constantly

		Find ways to make what you do awesome

		Hire smart, passionate people that love to learn

		Have fun

		Treat everyone with respect and honesty

		Ensure work-life balance for everyone, including yourself

		Never stop growing your skills and knowledge

		Teamwork makes the dream work

		Always have a PLAN B

		Pass it on



 

 


Meet Craig

You know someone like this. He’s the hero with free pizza. 

Craig is one of the reasons I wanted to write this book. I've seen too much of him over the years, and he sets the wrong example. He's the manager who wants to be the game-day hero but never prepares the team. He shows up to celebrate and disappears when the real work starts. 

Craig isn't one person. He's a mash-up of a leaders I've worked with, been around, and heard about across decades of work. He's someone who punches down, dodges blame, confuses activity with progress, and treats leadership like a performance instead of a responsibility.

He talks about culture, but no one trusts him. He's quick to correct and slow to recognize, more focused on being right than being useful. He hires people who won't challenge him and then wonders why nothing improves, all while caring more about his title than the people on his team.

And here's the uncomfortable part. Craig sometimes wins. He gets the promotion and the lunch with the CEO. If you're reading this thinking “I want that. Maybe I should just be Craig,” I get it.

But here's what the title doesn't buy: 

Craig is the boss. He's not a leader. 
His team follows him because they have to, not because they want to. 
They nod in meetings and roll their eyes in the parking lot. 
The day he leaves, there is no goodbye lunch. There’s a happy hour because he’s gone. 

Craig has the position. He doesn’t have the trust. 

That difference is what this book is about.

 


 

 

 

 

 

 

Chapter 1

 

Extreme Ownership


The supreme quality for leadership is unquestionably integrity. Without it, no real success is possible.

Dwight D. Eisenhower



1.1 - Craig 

MR. TEFLON

Craig liked to say he had never made a mistake in his career. Not "not many." Not "nothing major." Never. Not one. He said it the way some people talk about running a marathon, with just enough pride that you were supposed to be impressed.

The first time I heard him say it, I laughed. I thought he was joking. Craig didn't laugh. He just nodded once, like he'd shared something obvious with someone who wasn't quite keeping up.

When something failed, Craig always had an explanation ready. “The market shifted.” “The timeline was unrealistic.” “The team didn't execute.” “Leadership changed direction.” The one explanation that never came up was him.

We had a product launch once that went sideways so hard it should have come with a burial certificate. Sales didn't know what they were selling, the pricing model made no sense, and the demo froze halfway through the first live call.

At the review meeting, Craig sat at the head of the table flipping through slides like nothing unusual had happened. "Tough environment," he said. "A lot of moving parts."

"What we learned here is that we need tighter execution at the working level."

“Working level.” That was his favorite phrase. It meant the people actually doing the work. The ones who had raised concerns weeks earlier. The ones who had sent emails Craig never answered.

After the meeting, one of the engineers whispered, "It's amazing how the problem is always exactly one level below him."

We started calling him “Mr. Teflon.” Not to his face. Nothing stuck to him. Everything slid right off and landed on whoever was closest.

PIGEON MANAGEment

Craig loved talking about accountability. "We need more ownership." "Leaders take responsibility." He said it all the time. Just never when it applied to him. We called his approach ‘pigeon management.’ A pigeon flies in out of nowhere, makes a mess, and disappears before anyone can stop it.

We spent weeks planning a server rollout. Diagrams, dependencies, risk lists. Craig skipped every planning session. When someone asked if he wanted to review the plan, he waved it off. "I trust you guys. You don't need me in the weeds."

We sent the finished plan for approval. "Looks good. Let's execute."

The day before deployment, Craig showed up and flipped through the plan like he'd never seen it before. "I don't like this order. Move the database first."

We told him that would break the dependencies. He leaned back. "I've done this before. Trust me."

When Craig said trust me, the decision was already made. We rewrote the plan overnight.

The next morning, the rollout crashed. Services failed. Connections dropped. Half the environment wouldn't start. Craig wasn't there when it broke. He had another meeting.

When the CTO asked what happened, Craig didn't hesitate. "We had execution issues. I wasn't close to the details. I trusted the team to handle it."

Pigeon management at its finest.

“I’LL DIE ON THAT HILL” PFFT.

Craig also had a habit of declaring hills he was willing to die on. Said it in meetings like he was delivering a line in a movie. "This is the hill I'll die on."

The first time he said it, people paid attention. Sat up. That’s what you want to hear from a leader. You assume the debate is over. You assume someone is about to take a stand. Craig never died on any of them.

One quarter we were arguing about a deadline that made no sense. Craig leaned forward, serious face on. "We are not committing to that date. Not happening. This is the hill I'll die on."

People relaxed a little. Finally, someone was going to push back.

Two days later the timeline went out to the entire department with Craig's name on the approval. Same date. Same plan. No change. No explanation.

Someone asked him about it. "I thought you said we weren't doing this?" 

Craig sighed. "After talking with leadership, we decided alignment was more important. Sometimes you have to pick your battles."

“Pick your battles.” That was the phrase he used when he backed down. Every time. The team started keeping track. “How many hills has Craig died on this year?” The number was always zero.

After a while, people stopped taking those speeches seriously. When Craig said he'd stand firm, everyone just waited to see how long it would take before the calendar invite changed.

That's the thing about fake toughness. It sounds good in the meeting. It doesn't survive contact with pressure.


1.2 - What it is and Why it Matters


WHAT IT IS

Extreme ownership means this: everything your team does or fails to do is your responsibility. Not just what you approve. Not just what you're cc'd on. All of it. The moment you're in charge, you're accountable. That's the job.

You don't get partial credit for taking most of the blame and leaving the rest for someone else. Real leadership is all-in. If your team missed the mark, you own that miss. If someone didn't deliver, the first question is: “what didn't I coach, clarify, or anticipate?” Not “who dropped the ball,” but “where did I leave a gap they fell through?”

Ownership doesn't start when something goes wrong. It starts much earlier, when expectations are set, when priorities are communicated, and when the team is trying to understand what success looks like. If those things are unclear, the outcome is already at risk. A team can't execute what it doesn't understand, and if they don't understand it, that's a leadership problem, not a team problem.

This doesn't mean being a martyr. It doesn't mean hovering over every task or inserting yourself into every decision. It means owning the outcome, even when you didn't touch the work. Especially when you didn't touch the work. Ownership says: I care enough to be responsible for the result.

At its core, ownership is about clarity. Clarity of expectations. Clarity of communication. Clarity of priorities. When those things are off, results suffer. And when results suffer, it's on the leader to figure out where the breakdown happened, not to find someone to hand the breakdown to.

This principle draws directly from the book Extreme Ownership by Jocko Willink and Leif Babin. In their world, the stakes were life or death. In business, the consequences look different, but the pattern is the same. When leaders don't own communication, alignment, and execution, things break. When they do, teams move faster and operate with more confidence. The book changed how I thought about my own accountability, and it's worth reading if you haven't.

Ownership also changes how you see your role. You're not just approving work or reviewing updates. You're responsible for making sure the work succeeds. That means understanding enough to lead, asking better questions, and staying close enough to see problems before they become failures.

It also means owning things that aren't obvious. Misalignment. Confusion. Gaps between teams. Things that don't show up on a status report but still affect the outcome. If it impacts the result, it's yours. You don't wait for someone to assign it. You don't wait for it to escalate. You see it, you own it, you address it.

Ownership isn't a reaction to failure. It's the posture you carry from day one. The discipline of asking “what do I need to know, clarify, or solve right now, before things go sideways?” That discipline is what separates leaders who manage outcomes from leaders who just manage appearances.

WHY IT MATTERS

Ownership changes how teams behave.

When leaders own everything, people stop spending energy protecting themselves. Problems get raised earlier. Conversations get more direct. Issues get solved faster because no one is waiting to see who gets blamed before they act.

Without ownership, everything slows down. People hedge. They stay quiet longer than they should. They focus on their piece instead of the outcome. Work becomes about avoiding mistakes instead of solving problems.

Ownership builds trust. And trust drives performance.

Your team doesn't expect you to be perfect. They expect you to be accountable. When they see you take responsibility, especially when it's uncomfortable, it tells them it's safe to be honest, to take smart risks, and to speak up when something isn't right.

It also creates consistency. Teams know what to expect from you. They know you won't disappear when things go sideways. They know you won't redirect pressure onto them when it matters most. That stability makes people better at their jobs.

Ownership removes friction. Less second-guessing. Less politics. Less time spent managing perception. More time spent doing the work.

It also raises the ceiling for the team. When ownership is clear, people don't just do their job. They think about the outcome. They connect their work to the bigger picture. They take initiative instead of waiting for direction.

That's the shift. The minute you stop asking who's at fault and start asking what you could have done differently, you begin to lead. That's where ownership turns into results. Not in the moment of blame, but in the discipline of reflection.

Ownership isn't about control. It's about responsibility. And responsibility is what makes everything else work.

1.3 - Real Leadership in Action

A few years back, I was leading a massive infrastructure overhaul that would either become a career highlight or a painful lesson. We were consolidating thirteen global data centers down to five. On paper it was a technical challenge: reduce footprint, increase efficiency, save millions. But it quickly became clear that this wasn't a tech story. It was a leadership story.

From the outside, it looked buttoned up. Seasoned engineers, experienced project managers, executive backing. So, I did what many leaders do when they trust their people: I stepped back. These were seasoned professionals. They didn't need me breathing down their necks.

That assumption cost us.

Early migrations stumbled. Teams missed cutover windows. Applications didn't come back online as expected. Cross-regional handoffs were sloppy. In one case, critical systems were brought down without proper notifications. In a Monday status call, one of the leads said, "Oh, I thought someone else owned that handoff."

I remember sitting there thinking: “how did I miss this?”

I had made the classic mistake: confusing trust with distance. I wasn't too close. I was too far.

Ownership isn't about doing everything yourself. It's about knowing enough to lead. I hadn't invested in understanding the migration plans deeply enough. I hadn't clarified expectations across teams. I hadn't mapped the key dependencies between groups that needed to hand off to each other. I assumed because the people were good, the execution would be flawless. It wasn't. And that was on me.

So, I adjusted. Not by grabbing the wheel, but by getting in the car.

I dove in, not to take over, but to understand. I reviewed architecture documents. I joined planning calls. I asked questions to uncover assumptions and surface the things people were afraid to raise in a group setting. I started identifying the blind spots; timing gaps, vendor misalignment, unspoken dependencies that nobody had put on paper yet.

I found the right level of involvement. Close enough to understand the work and lead with context. Far enough to let the team drive with clarity and confidence.

Once I hit that, things clicked. I connected teams that weren't talking. I flagged risks early without drama. I made the space safe enough that people started calling out their own gaps before I had to ask. 

I also used 1:1s differently. I stopped using them to talk about the project and started using them to invest in the person. Development plans, aspirations, what they wanted to learn next. Ownership meant I didn't just manage output. I owned their trajectory. When people feel like you care about their growth, they show up differently. They bring more to the table and stay engaged when things get hard.

People got sharper. Communication tightened. Delivery picked up speed. When leaders model ownership, it gives everyone permission to own more too. That's not a theory. That's what happened.

After we wrapped the final migration, on time, under budget, and with far fewer issues than we started with, I made a choice: I was going to own the recognition too.

One of our key leaders, Luke, had gone above and beyond. Coordinating across three time zones, debugging issues live during cutovers, coaching a newer team through their first critical migration. I didn't wait for someone else to notice. I wrote a President's Award nomination and advocated until it got the visibility it deserved. He earned it. The least I could do was make sure someone with influence knew the whole story.

And then we went bigger. I planned a full-team celebration at Kings Island, the local amusement park. Families, tickets, food, parking, door prizes, gift bags for every kid. Anyone in IT knows around 70% of large projects fail in some way. This team knocked it out of the park, and that was worth celebrating properly.

When you own the outcome, you also own the aftermath. How people feel. How they're seen. How they're celebrated.

I didn't give a speech that day. I gave people space to enjoy themselves and feel proud of what they built. Months later, someone told me their kid still talked about "that roller coaster party at Dad's work."

That's ownership. Not just taking the hits in the hard times. Owning the credit in the good ones. The trust, the clarity, the collaboration, and the celebration. We didn't just move data centers. We moved people into a culture where ownership wasn't a punishment. It was a badge of trust.

1.4 - How it Fails vs. How it Wins

Extreme ownership is one of the most powerful accelerators of team performance, but only if you actually do it. Most leaders think they do. They don’t. What they’re doing is managing. Performing. Dodging. Spinning. Explaining. But not owning.

HOW IT FAILS

Ownership is tough to get right. It can fail in so many ways. It fails when it becomes conditional.

“I take responsibility, but…”
We all know that one word cancels everything that came before it.

You see it when leaders stay just far enough away from the work to avoid being tied to the outcome. They call it trust. It’s not. It’s distance. They don’t ask enough questions. They don’t challenge assumptions. They don’t engage until something breaks.

Then when it does break, they have convenient excuses.

“I wasn’t looped in.” “That wasn’t escalated.” “I assumed the team had it.”

That’s not ownership.

It also fails when leaders confuse activity with accountability. They’re present in meetings. They’re cc’d on emails. They hear updates. But they never truly engage with the work in a meaningful way. They don’t pressure test decisions. They don’t clarify expectations. They don’t connect the dots between teams.

So, when things go sideways, they act surprised.

Ownership also fails on the other end of the spectrum.

Leaders who think ownership means inserting themselves into everything. Every decision. Every document. Every conversation. They call it accountability. It suffocates the team.

Now no one moves without approval. No one takes initiative. Everything slows down. People start waiting instead of acting. And over time, they stop thinking beyond the task in front of them.

Ownership breaks when it swings too far in either direction, too distant or too controlling.

It can also fail when the work is done.

When things go well, the leader steps forward. Takes the credit. Tells the story like they drove the outcome. The team becomes background.

When things go poorly, the leader steps back. Talks about gaps. Misses. Execution issues. The team becomes the explanation. 

People notice. They may not say anything in the meeting, but they notice. And once they notice, they adjust. They protect themselves. They say less. They take fewer risks. They stop volunteering ideas that might fail.

You’ll see it in small ways first. Fewer questions. Less pushback. More “just tell me what you want.”

That’s the beginning of disengagement. Once a team shifts into that mode, ownership is gone. You don’t have a team solving problems. You have a group of people managing exposure.

That’s how ownership fails. Quietly, but completely.

HOW IT WINS

Ownership wins when leaders step in early. 

They don’t wait for problems to surface. They go looking for them. Not to control the work, but to understand it. They ask better questions. They test assumptions. They look for gaps before those gaps turn into failures.

They engage at the right level.

Not buried in every detail. Not floating above it either. Close enough to lead. Far enough to let the team operate. They know what matters, where the risks are, and where the team might need support.

When something goes wrong, they don’t hesitate. “That’s on me.” No explanation. No redirect. No delay.

That moment matters more than most leaders realize. It sets the tone for everything that follows. It removes friction immediately. The team doesn’t have to wonder who’s getting blamed. They can focus on fixing the issue.

Ownership also shows up in how leaders respond in the moment. They don’t disappear. They don’t wait for updates to come to them. They show up. They get involved where it matters. They help remove obstacles, clarify direction, and keep things moving.

Not by taking over, but by making sure the team can succeed.

Ownership also shows up in how leaders handle success.

They step back. They push the credit out. They tell the story of the team. They make sure the people who did the work are the ones who get seen.

And they stay.

After the project. After the rollout. After the win.

They make sure the work holds. The handoffs are clean. The follow-through is real. They don’t disappear once the visible part is done.

They also own what happens next.

What needs to improve. What needs to scale. What needs to be repeated. They don’t treat success as a finish line. They treat it as something to build on.

Over time, this creates consistency. People know what to expect. They know the leader will show up when it matters. They know they won’t be left exposed when things get messy. They know success will be shared and failure will be owned.

That changes how people work. They move faster. They speak up sooner. They take more ownership themselves. Because they’ve seen what it looks like.

THE PATTERN

Extreme ownership is one of the most powerful accelerators of team performance, but only if you do it. Most leaders think they do. They don’t. 

Ownership → Trust → Performance → Win

1.5 - Good, Better, Best (and the Fake One)

THE FAKE ONE

They hand off the work, the details, and the accountability, then reappear when it's time to take credit. They ask surface-level questions to fake engagement but never enough to understand what's happening. When things go wrong, they don't ask what they missed. They ask who messed up, and they ask it loudly. They love the word "empower," but what they really mean is: “don't involve me unless it breaks.” When the mess hits, they don't roll up their sleeves. They roll out the blame. Team development? They order pizza and call it culture.

THE GOOD LEADER

They take responsibility, but usually after the miss is already visible. They work hard, care about outcomes, and want the team to succeed, but ownership is still a reaction, not a principle. Their team respects them but often waits for direction. Trust exists but must be re-earned constantly. When things go well, they say "good job" but don't broadcast the win. They'll approve the training budget but rarely drive the conversation. Reliable, but the culture they create rarely exceeds expectations.

THE BETTER LEADER

They own the miss before anyone points it out. They open team meetings with "let me tell you where I screwed up." Accountability is shared, and so is success. Their team communicates clearly and speaks up early when things wobble. They carry water when it matters, handling the unglamorous tasks so others can stay focused on the work that counts. When the team wins, they push recognition outward. People stay. People grow. Not by accident, but because this leader makes it a priority.

THE BEST LEADER

They own everything they touch and plenty they don't. They make people feel safe, seen, and stretched. Development plans, coaching moments, stretch assignments: that's not extra credit, that's what they own. Their instinct is to lead through pressure, not away from it. They say, "I'll take the hit" and mean it. When the team delivers, they step back and make sure the team gets the credit, writing the nominations, planning the celebration, owning the recognition the same way they own the risk. Their team is loyal not because they have to be, but because they want to be. Results speak, but the culture speaks louder.

 


1.6 - Tactical Moves – Starting Today

You don’t earn trust with a values poster. You earn it by what you do. Consistently and visibly. Here are habits you can start today.


		
Set three clarity meetings. One with your team, one with a peer, one with your boss. Ask, “What’s one thing I think is clear but might not be?” Ownership starts with clarity.

		
Block time to learn the work. Spend 30 minutes with someone closer to the ground. Ask, “What’s hard right now?” Don’t fix it, just understand it. You can’t own what you don’t understand.

		
Ask better questions. “What’s the biggest risk we’re not naming?” “Who’s assuming something they haven’t said out loud?” “Where am I in the way?”

		
Write one thank-you email. Not “great job.” Tell the story. What did they do? What impact did it have? Make it specific. Make it real.

		
Schedule real 1:1s. Not check-ins. Pick two people this week. Ask about growth, not tasks. “What’s one skill you want to build this year, and how can I help?”

		
Carry water. Take one unglamorous task off someone else’s plate so they can focus on meaningful work. Show your team what real support looks like.



 


1.7 - Questions to Ask Yourself?

Self-awareness isn’t fluff. It’s where real leadership starts. You can’t own what you won’t admit. And you can’t fix what you won’t face. These questions help you take a hard look at yourself as a leader.


		 When was the last time I said, “That’s on me,” without being forced to? 




		What have I done this week to truly understand what my team is dealing with? 

		How does my team experience accountability from me? Pressure or support? 

		Am I actively developing each person on my team or waiting for them to ask? 

		If someone watched how I handled failure this week, what would they say? 

		Am I delegating responsibility or passing the buck? 

		Am I showing up like an owner or just going through the motions?







	




1.8 - Key Chapter Takeaways


		Extreme Ownership isn’t control, it’s responsibility.

		Ownership is the first act of authentic leadership.

		Ask “What could I do differently?”

		Fake leaders deflect. Real leaders own.

		If you don’t understand the work, you can’t lead it.

		Carry water. Do the extra so the team can win.

		Be the “Make Sure” Leader



 

Ownership → Trust → Performance → Win


 

 

 

 

 

 

Chapter 2

 

Focus on the What, Empower Others to Focus on the How


It doesn’t make any sense to hire smart people and then tell them what to do. We hire smart people 
so they can tell us what to do.

Steve Jobs



2.1 - Craig 

THE REWRITE

Monday morning, Craig gathered the team for the kickoff meeting. “This is a high-visibility opportunity,” he said, thumping the table. They were tasked with overhauling the client implementation playbook, a bloated, outdated 67-slide PDF that been passed around for years.

“We need something crisp. Executable. Client-ready,” Craig said, pacing in front of a whiteboard filled with half-baked frameworks. “Think Apple meets McKinsey. Clean design. Strategic storytelling. Let’s innovate.”

Then comes the kicker: “I’ll own the WHAT, you all run with the HOW.”

He said it out loud. Awesome. Now we’re getting somewhere.

The team felt energized. Renee, a senior designer, paired with business leads and PMs to strip out jargon, update the flow, and rebuild the doc around real-world use cases. They collaborated well, test layout changes, and by Wednesday afternoon they have something solid.

Then Craig called a “quick alignment session.” He shared his screen. “I took a pass at it,” he said casually.

Uh oh.

But it wasn’t a pass. It was a full hijack. He’d restructured the document, plastered motivational quotes across slides, and swapped the team’s clean visuals for a template from 8 years ago. One section included a slide titled: “Craig’s 5 Pillars of Client Trust.”

“What do you think?” he asked rhetorically. People pursed their lips and shrugged.

It’s not Apple and not McKinsey. It’s closer to Dollar Store.

“I just wanted to elevate the messaging,” Craig said with a satisfied grin.

Renee didn’t say a word. She’s seen this movie before. So has the rest of the team. By Friday, Slack was calling it “Craig’s Playbook”, equal parts sarcasm and surrender.

What could have been a chance for the team to shine turned into an old re-run. Empowerment on Monday. Erasure by Wednesday.

I’LL KNOW IT WHEN I SEE IT

In the staff meeting, Craig announces a “strategic refresh” of the team KPIs.

“Let’s rethink our metrics framework. Make it sharper. More outcome focused. Run with it.”

Vague, but workable. When someone asks for clarification, Craig replies:

“Just take a stab and let’s see what bubbles up.”

Not terrible. Not helpful.

The team gives it a real shot. They build a thoughtful set of KPIs and SLAs tied to actual outcomes. Craig flips through the deck in silence during the review.

Then he leans back. “Hmm. This isn’t what I had in mind.”
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