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Foreword


As Commissioner of the Department of Human Services for the State of Georgia, and Director of the Department of Children and Family Services for the State of Illinois, Beverly Walker has applied the 4 Disciplines of Execution (4DX) to driving results in government agencies and to seemingly insurmountable challenges from infant death to mental health to child literacy. Among other extraordinary results, her work with 4DX was responsible for reducing Repeat Cases of Child Abuse in the state of Georgia by 60 percent. Currently, she advises senior government officials across the United States on their most challenging problems.



When I was introduced to the 4 Disciplines of Execution, I was facing the greatest challenge of my career. As a new commissioner of Human Services, I had twenty thousand employees who were completely demoralized, we were under constant media scrutiny because of deaths and accidents involving children, and I was their sixth leader in five years. As a woman who has spent over half her adult life working in the hardest arenas of government, I first tried to avoid using 4DX. I said to Governor Perdue, “I got this… just let me do my job.” And then after being dragged kicking and screaming into the 4DX world of execution, I became one of its staunchest supporters.

If you are facing the hardest work you’ve ever had, you need this book. The toughest part of doing that which seems impossible is finding the sweet spot—what your Wildly Important Goal is and what concrete and specific things you can do to achieve it. In government, there are no miracle cures; you must look deep into the heart of your crisis. You must be able to figure out what problem needs solving most, or nothing else matters. And you must solve that problem while maintaining vigilant oversight of the day-to-day transactions—or else they will become your new crisis.

But what about my “noble” vision? Here’s what I learned: At the heart of every vision, every aspiration, is a crisis. You can’t save children if you don’t know why they are dying. You can’t prevent homelessness if you don’t understand why people are homeless. You can’t reduce violence and crime if you don’t know where it is happening and who is involved. You can’t teach children to read if you don’t understand which skill they are struggling to master.

This is what the terrain looked like to me when I came to Georgia: people were dying, and we did not know why. There was little appetite in our human services agency to talk about death. However, serious injury and death were preventing us from being successful in our mission to help people. It was a war we could neither escape nor win. Day after day, we worried about dropping the ball and being blamed.

That forced me as a leader to pull a Wildly Important Goal right out of the heart of our fear: “Reduce by 50 percent the number of incidents that can lead to death and serious injury of people in our care, custody, and oversight.”

There! Now it had been said out loud, and we could openly acknowledge and own it. Just saying it, scary as that was, freed us up to talk about how we could achieve it—opened up space for us to work on it. We did not yet know what to do or how to do it, but we knew that preventing bad things from happening to vulnerable children and adults was why we showed up every day.

Many of the seemingly intractable and immovable issues and problems facing our government systems defy solution—not because people are not working hard but because there is no consensus about what it means to win. In government, we have many ways to know what is wrong—lag measures publicly track our every move—but we often spend so much time worrying over the public measures that we don’t take the time to figure out why we are struggling to make progress, what prevents us from winning. That’s where the sweet spot is—the work on the things that matter.

Our Primary WIG of reducing incidents of death and serious injury for those in our care was translated into dozens of team-level WIGs that would enable our success. These involved everything from increasing patient-health observation in mental hospitals to reducing one of the nation’s largest backlogs of cases for possible child abuse. Team by team, we got clear on what it meant to win. And it was only at this basic level that we could start identifying and tracking the vital lead measures that would predict success.

We stopped waiting for reports filled with lag measures to determine whether we were winning or losing—data that always arrived far too late to do anything about. I played softball for many years, and one of the things I learned is that it’s less painful to lose an entire game than it is to endure failure inning by inning. When you operate using only lag measures, it’s like posting the score only at the end of the game; but by then, it’s too late to change how you play your game. I learned that one of my most significant jobs as a leader was keeping score. In government, we are not used to playing in a winning game. But you cannot know what it will take to win if you do not know the score.

With the score visible, my senior team, the division management teams, and all the frontline teams held twenty-minute WIG Sessions every week focused on lead measures and weekly commitments. This forced leaders to see and hear from the front line regularly, and conversely, it provided the front line with unprecedented access to the eyes, ears, and voices of executive leaders.

Why did this process work? Because we took it to the ground. We took it to the people doing this very difficult work. We took it to workers involved in child welfare and mental healthcare. When we gave them what they needed, they thanked us and made it happen! Our leadership team certainly believed in what we were doing. But our frontline people really believed! The people who touch the people every day who might die or have serious injury desperately needed to believe in what we were doing. They needed to know they were making a difference. In the words of one gentleman at a 4DX report-out meeting, “You wait until I am about to retire to finally give us something that works?”

When things are challenging, we are used to working the supply side—tossing more money at a problem, finding the next superstar to come in and fix things, passing new laws and regulations intended to force-feed change. In applying 4DX, we didn’t do those things. Instead, we attacked the demand side: those working on the most urgent problems. We engaged the energy of our organization by working the problem in tandem with those who knew it intimately—those who worked inside it day after day. Tapping into that collective knowledge and experience is what 4DX does. It helps leaders leverage their most powerful asset—their people.

—Beverly (BJ) Walker






Foreword to the First Edition


Clayton Christensen was the Kim B. Clark Professor of Business Administration at the Harvard Business School and author of The Innovator’s Dilemma, along with many other business books and publications.

The 4 Disciplines of Execution offers more than theories for making strategic organizational change. The authors explain not only what effective execution involves but also how it is achieved. They share numerous examples of companies that have done just that, not once, but over and over again. This is a book that every leader should read!

—Clayton Christensen



Andy Grove, who helped found Intel and then led the enterprise for years as its CEO and chairman, has taught me some extraordinary things. One of them occurred in a meeting where he and several of his direct reports were plotting the launch of their Celeron microprocessor. I was there as a consultant. The theory of disruption had identified a threat to Intel. Two companies—AMD and Cyrix—had attacked the low end of the microprocessor market, selling much lower-cost chips to companies that were making entry-level computers. They had gained a significant market share and then had begun moving upmarket. Intel needed to respond.

During a break in the meeting, Grove asked me, “How do I do this?”

I readily responded that he needed to set up a separate autonomous business unit that had a different overhead structure and its own sales force.

In his typically gruff voice, Grove said, “You are such a naive academic. I asked you how to do it, and you told me what I should do.” He swore and said, “I know what I need to do. I just don’t know how to do it.”

I felt like I was standing in front of a deity with no place to hide. Grove was right. I was indeed a naive academic. I had just shown him that I didn’t know the difference between what and how.

As I flew back to Boston, I wondered whether I should change the focus of my research as an academic, trying to develop a theory of how. I dismissed the idea, however, because I really couldn’t conceive how I might develop a theory of how.

My research has continued to focus on the what of business—which we call strategy—and it has been quite productive. Most strategy researchers, consultants, and writers have given us static views of strategic issues—snapshots of technologies, companies, and markets. The snapshots represent the characteristics and practices of successful companies at a specific point in time, not those of struggling ones; or of executives who perform better than others at the time of the snapshot. Explicitly or implicitly, they then assert that if you want to perform as well as the best-performing ones, you should copy what the best companies and the best executives do.

My colleagues and I have eschewed the profession of still photography. Instead, we have been making “movies” of strategy. These are not, however, typical films that you might see at a theater, where you see fiction conceived by producers and screenwriters. The unusual movies that we’re making at Harvard are “theories.” They describe what causes things to happen and why. These theories comprise the “plots” in these movies. In contrast to the plots of films shown in a theater, which are filled with suspense and surprise, the plots of our movies are perfectly predictable. You can replace the actors in our movies—different people, companies, and industries—and watch the movie again. You can choose the actions of these characters in the movie. Because the plots of these movies are grounded in theories of causality, however, the results of these actions are perfectly predictable.

Boring, you think? Probably, to those who seek entertainment. But managers, who must know whether their strategy—the what of their work—is right or wrong, need as much certainty as possible. Because the theory is the plot, you can rewind the movie and watch the past repeatedly, if you want, to understand what causes what and why to a certain point. Another feature of movies of this sort is that you can look into the future too—before it actually occurs. You can change your plans, based upon different situations in which you might find yourself, and watch in the movie what will happen as a result.

Without boasting, I think it is fair to say that our research on strategy, innovation, and growth has helped managers who have taken the time to read and understand the theories, or movies, of strategy to achieve and sustain success more frequently than was historically the case.

What remains is the how of managing a company during times of change. This how has been studied minimally—at least until this book.

The reason that good research on how has taken so long to emerge is that it requires a different scale of research. Causal theories of strategy—the what—typically come from a deep study of one company, as was the case with my disk-drive study. The how of strategic change, in contrast, arises incessantly in every company. Developing a theory of how means that you can’t study this phenomenon once in one company. You can’t take snapshots of how. Rather, you need to study it in detail over and over again, over years, in many companies. The scale of this endeavor is why other academics and I have ignored the how of strategic change. We simply couldn’t do it. It requires the perspective, insight, and the scale of a company like FranklinCovey to do it.

This is why I am so excited about the book. This isn’t a book filled with anecdotes about companies that succeeded once. Rather, the book truly contains a theory of causality of how effective execution is achieved. The authors have given us not snapshots of execution but movies—movies that we can rewind and study over and over, movies into which you as a leader can insert your company and your people as actors. And you can watch your future before it emerges. This book is derived from a deep study of many companies over time as they deployed new ways of doing how—store by store, hotel by hotel, division by division.

I hope you will enjoy this book as much as I have.

—Clayton Christensen (1952–2020)






Introduction

When we began writing the first edition of The 4 Disciplines of Execution in 2009, it was after eight years of implementing 4DX with more than a thousand different organizations. By the time it was published in 2012, we had increased the number of implementations to over fifteen hundred. Today this second edition is based on the experience of four thousand implementations.

As is often the case in a work that continues to grow and evolve, this second edition of 4DX is the book we wish we could have published in 2012, had we known then what we know now. We are incredibly grateful to the readers worldwide (through all sixteen languages in which the book is now available) for your feedback. Working with you has enabled us to not only refine the disciplines but also greatly simplify our approach in applying them.

One of the most impactful things we learned about our readers early on was that they didn’t just read the book—they implemented the disciplines. They were doers. This may not seem surprising, but it’s unusual with business books, which traditionally are simply read rather than applied.

Our readers would rarely say, “I read 4DX.” More often, they would say, “We’re doing 4DX!” Realizing that individuals and organizations were actively following the disciplines placed an even greater responsibility on us to be not only accurate but also clear. Which leads us to one of the driving forces behind the second edition.

Over the years, we’ve too often needed to say, “I can understand why you thought that is what we were saying, but it’s not exactly what we meant.” By 2017, we’d had enough of these conversations to know where and how we could significantly improve the text.

The second edition contains over 30 percent new content intended to bring new ideas, a clearer direction, and the elimination of confusion primarily in these three areas:


	
Leaders of leaders apply 4DX differently than leaders of frontline teams: The principles are the same, but how they are applied is different. We addressed this in the first edition, but we were too subtle. The second edition is now organized around this important distinction, with an entire section of the book (including five new chapters) dedicated specifically to how leaders of leaders apply 4DX in an organization.

	Knowing where to apply 4DX is as important as knowing how to apply it. While valuable insight on this point was offered in the first edition, we now have better examples, clearer illustrations, and new knowledge to help leaders know where (and how) 4DX works most powerfully and where it doesn’t.

	While launching 4DX can change your results, sustaining 4DX can change your organization. Today we have the added advantage of partnering with leaders who have sustained 4DX for years—indeed, some for more than a decade. Producing results is one level of accomplishment; sustaining and improving them over the long term is far greater. We believe the new practices and insights offered on sustainability alone would have warranted writing a second edition because of their value to leaders, not only for achieving their Wildly Important Goals but, ultimately, for creating a culture of execution.



STRATEGY VERSUS EXECUTION

There are two principal things a leader can influence when it comes to producing results: your strategy (or plan) and your ability to execute that strategy.

Stop for a moment and ask yourself this question: Which do leaders struggle with more—creating a strategy or executing that strategy?

Every time we pose this question to leaders anywhere in the world, their answer is immediate: “Execution!”

Now, ask yourself a second question: If you have an MBA or have taken business classes, which did you study more—execution or strategy?

When we ask leaders this question, the response once again is immediate: “Strategy!” It’s perhaps not surprising that the area with which leaders struggle most is also the one in which they have the least education.

After working with leaders and teams in every kind of industry and in schools and government agencies worldwide, we have learned that once you’ve decided what to do, your biggest challenge is getting people to execute it at the level of excellence you need.

Why is execution so difficult? After all, if the strategy is clear and you as the leader are driving it, won’t the team naturally engage to achieve it? The answer is no, and it’s likely your own experience has proven this more than once.

The book you are reading represents the most actionable and impactful insights from all we’ve learned. In it, you will discover a set of disciplines that have been embraced by tens of thousands of leaders, and hundreds of thousands of frontline workers, enabling them to produce extraordinary results.

In creating this second edition, we have remained passionately committed to sharing everything we’ve learned about creating breakthrough results through 4DX. We’ve gone beyond the principles to also describe in detail the thought process, the methods, and the tools we’ve used to implement 4DX worldwide, often in the form of specific practices, illustrated by real examples. This is what we refer to as the “4DX implementation process” throughout this book. While it might seem unusual to share this level of our intellectual property, developed at a great expense over more than a decade, we hope it’s a clear indication of our sincere desire to see you, and your team, gain a thorough understanding of 4DX.

However, it’s important to know that this does not enable you to use what you’ve learned in this book to create training programs, workshops, or multi-team implementation programs for 4DX. These types of programs (i.e., the “4DX implementation process”) are offered exclusively through FranklinCovey and are led only by our experienced consultants.

If you have an interest in going beyond the principles to implementing 4DX across multiple teams, or even organization wide, we would be honored to help you through our consulting services using the 4DX implementation process.






PART 1 Learning 4DX







CHAPTER 1 The Real Problem With Execution


MARRIOTT

One of the hotels near Marriott International’s headquarters, the Spartanburg Marriott at Renaissance Park, wanted to improve performance measures, an effort magnified by being so close to the company’s leadership. General Manager Brian Hilger, his team, and the hotel’s owners worked together on the first part of the equation: a $20 million renovation that included remodeled rooms, an impressive lobby, and a new restaurant—improvements critical to higher guest scores. The hotel looked fantastic, but the guest scores still didn’t reach the desired levels. They then addressed the second part of the equation: ensuring that every associate raise their performance on their highest priority: the experience of each guest.

After one year, Brian and his team proudly celebrated earning the highest guest-satisfaction scores in the thirty-year history of the hotel. As Brian said, “I used to dread the arrival of our new guest-satisfaction scores every Friday. Now I’m excited to get up on Friday mornings.”

COMCAST

LeAnn Talbot was the new Senior Vice President for Comcast, responsible for the Greater Chicago Region. This was one of the largest operating regions in the company, but was in last place out of more than a dozen regions on the company’s internal performance rankings.

In LeAnn’s words, “Over the prior nine years, the region had remained last in virtually every metric Comcast used to measure performance, despite a succession of leaders. This wasn’t a happy place, and talented people didn’t want to risk the move to the Chicago region because they thought it could negatively impact their careers. And because of the importance of the region, we were also getting a significant level of attention—what we refer to as ‘the love’—that added additional pressure. We needed a disciplined plan to execute with excellence, and we needed it now.”

Within two years, the Greater Chicago Region had moved from last place to first on Comcast’s internal performance rankings. LeAnn said, “Beyond these operating results, the effect on the team was dramatic. The region was recognized as a Top 100 Workplace by the Chicago Tribune. I really wouldn’t have thought all of this progress could have happened so quickly when we first began our journey.”

CNRL

Canadian Natural Resources had invested approximately $20 billion in their Horizon Oil production facility in northern Alberta, Canada, and it was not meeting production expectations. Despite the multibillion-dollar investment, the Bitumen Production unit at the Horizon Oil Sands operation could not rise above 72 percent utilization. Casey McWhan, Vice President of Bitumen Production, knew they needed to act fast, especially since each percentage point below 100 percent represented $15.7 million a year in lost revenue. He knew that the problem wasn’t from a lack of effort: his crews were working around the clock to keep the equipment and complex refining facilities online. Colin Savastianik, Operation Lead, expressed a frustration shared by everyone when he described sitting in his office at the end of the day, head spinning, and wondering, “What did I do today?” He knew he was working hard, but at the end of the day, it seemed nothing was really accomplished.

Within one year, Casey and his team had the plant running at near 100 percent availability. Although the windfall from these results enabled CNRL to purchase a primary competitor, Casey said, “What I am most proud of is this team—seeing how the superintendents and managers have grown and developed a culture of accountability and ownership.”



These stories from Brian (Marriott), LeAnn (Comcast), and Casey (CNRL) may all sound very different, but they aren’t. For each of these leaders, the challenge was essentially the same. So was the solution.

When you execute a strategy that requires a lasting change in the behavior of other people, you are facing one of the greatest leadership challenges you will ever meet. With the 4 Disciplines of Execution, you are not experimenting with an interesting theory; you are implementing a set of proven practices that meet that challenge successfully every time.

THE REAL CHALLENGE


Changing a culture meant changing the conversation. And to change the conversation, people would need new words, especially words about behaviors that would lead to winning results.

—Liz Wiseman



Whether you call it a strategy, a goal, or simply an effort at improvement, any initiative you as a leader drive in order to significantly move your team or organization forward will fall into one of two categories. The first mainly requires a stroke of the pen; the second is a breakthrough, requiring a change in behavior.

Stroke-of-the-pen initiatives are those you execute just by ordering or authorizing them to be done. If you have the money and the authority, you can make them happen. It might be a major capital investment, a change in the compensation system, a realignment of roles and responsibilities, an addition to staff, or a new advertising campaign. While executing these strategies may require planning, consensus, guts, brains, and money, you know that in the end, it is going to happen.

Breakthroughs that require a change in behavior are very different. You can’t just order them to happen, because executing them requires getting people—often a lot of people—to be highly engaged in a new or different approach to creating results. And if you’ve ever tried to get other people to change, you know how tough it is. Changing yourself is hard enough.

For example, have you ever tried to persuade a sales team to become more consultative in their approach to customers, or induce an engineering team to collaborate with the marketing team on product design, or convince a call-center team to embrace a new software platform? You can’t just send out an email declaring: “Starting tomorrow, we would like everyone to be more consultative!” In fact, you may be trying to change routines that have been entrenched for decades. Even when everyone recognizes that the old approach will never lead to a new level of performance, getting human beings to change is hard! Even initiatives that appear to be stroke-of-the-pen can often evolve into those that require significant permanent behavioral change.


[image: Image]


Our colleague Jim Stuart summarized this challenge as follows: “To achieve a goal you have never achieved before, you must start doing things you have never done before.” If it requires people to do something different, you are driving a breakthrough strategy, and it’s not going to be easy.

Almost every leader has felt the pain and frustration of this challenge. Have you ever found yourself on the way to work muttering something like: “For the love of heaven, can’t we do just this one thing?” If so, then you remember how it felt when the inability to get people to change was the one thing standing between you and the results you wanted. And you’re not alone.

In a key study on organizational change, the global management consulting firm Bain & Company reports these findings: “About 65 percent of initiatives required significant behavioral change on the part of employees—something that managers often fail to consider or plan for in advance.”1

Despite the significance of this problem, leaders seldom recognize it. You don’t hear leaders saying, “I wish I were better at driving strategies that require people to do things differently.” What you are more likely to hear is a leader saying, “I wish I didn’t have Tom, Paul, and Sue to deal with!”

It’s natural for a leader to assume the people are the problem. After all, they are the ones not doing what we need to have done. But you would be wrong. The people are not the problem!

W. Edwards Deming, father of the quality movement, taught that anytime the majority of the people behave a particular way the majority of the time, the people are not the problem. The problem is inherent in the system.2 As a leader, you own responsibility for the system. Although any one particular person can be a big problem, if you find yourself regularly blaming the people, you should have another look at the situation.

When we began to study this challenge, we first wanted to understand the root causes of weak execution. We commissioned an international survey of working people and examined hundreds of businesses and government agencies. During the early stages of our research, we found problems everywhere we looked.

One prime suspect behind execution breakdown was clarity of the objective. People simply didn’t understand the goal they were supposed to execute. In fact, in our initial surveys, we learned that only one employee in seven could name even one of their organization’s most important goals. That’s right—only 15 percent could name even one of the top three goals their leaders had identified. The other 85 percent named what they thought was the goal, but it often didn’t remotely resemble what their leaders had said. The further from the top of the organization, the lower the clarity. And that was just the beginning of the problems we uncovered.

Lack of commitment to the goal was another problem. Even those people who knew the goal lacked commitment to achieving it. Only 51 percent could say that they were passionate about the team’s goal, leaving almost half the team simply going through the motions.

Accountability was also an issue. A staggering 81 percent of the people surveyed said they were not held accountable for regular progress on the organization’s goals. And the goals were not translated into specific actions—87 percent had no clear idea what they should be doing to achieve the goal. No wonder execution is so inconsistent!

In short, people weren’t sure what the goal was, weren’t committed to it, didn’t know what to do about it specifically, and weren’t being held accountable for it.

These were only the most obvious explanations as to why execution breaks down. On a more subtle level, there were problems with lack of trust, misaligned compensation systems, poor development processes, and poor decision making.

Our first instinct was to say, “Fix everything! Fix it all, and then you’ll be able to execute your strategy.” It was like advising them to boil the ocean.

As we did further research, we began to put our finger on a far more fundamental cause of execution breakdown. Certainly, the problems we just cited—the lack of clarity, commitment, collaboration, and accountability—exacerbate the difficulty of strategy execution. But in reality, they initially distracted us from seeing the deeper problem. You may have heard the old saying “Fish discover water last.” That expression sums up our discovery very well. Like a fish discovering the water it’s been swimming in the whole time, we finally realized that the fundamental problem with execution had always been right in front of us. We hadn’t seen it because it was everywhere, hiding in plain sight.

THE WHIRLWIND

The real enemy of execution is your day job! We call it the whirlwind. It’s the massive amount of energy that’s necessary just to keep your operation going on a day-to-day basis; and ironically, it’s also the thing that makes it so hard to execute anything new. The whirlwind robs you of the focus required to move your team forward.

Leaders seldom differentiate between the whirlwind and strategic goals, because both are necessary to the survival of the organization. However, they are clearly different; and more important, they compete relentlessly for time, resources, energy, and attention. We don’t have to tell you which will usually win this fight.

The whirlwind is urgent, and it acts on you and everyone working for you every minute of every day. The goals you’ve set for moving forward are important, but when urgency and importance clash, urgency will win out every time. Once you become aware of this struggle, you will see it playing out everywhere, in any team that is trying to execute anything new.
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Think about your own experience. Can you remember an important initiative that launched well and then died? How did the end come? Was it with a loud crash and a tremendous explosion? Or did it go down quietly over time, suffocated by the whirlwind? We’ve asked countless numbers of leaders this question and we always get the same answer: “Slow suffocation!” It’s like finding that faded T-shirt in the bottom of your drawer and saying, “Oh, yeah, Operation Summit. I wonder whatever happened to that?” It died, and you didn’t even have a funeral.

Executing in spite of the whirlwind means overcoming not only its powerful distraction, but also the inertia of “the way it’s always been done.” We’re not saying the whirlwind is bad. It isn’t. It keeps your organization alive, and you can’t ignore it. If you ignore the urgent, it can kill you today. It’s also true, however, that if you ignore the important, it can kill you tomorrow. In other words, if you and your team operate solely from within the whirlwind, you won’t progress—all your energy is spent just trying to stay upright in the wind. The challenge is executing your most important goals in the midst of the urgent!

Different leaders experience the whirlwind in different ways. A senior executive with one of the world’s largest home-improvement retailers describes it this way: “We don’t have dragons swooping down and knocking us off our priorities. What we have are gnats. Every day we have gnats getting in our eyes, and when we look back over the last six months, we haven’t accomplished any of the things we said we were going to.”

You’ve almost certainly found yourself facing the whirlwind when you were trying to explain a new goal or strategy to someone who works for you. Can you remember the conversation? Your mind is centered clearly on the goal, and you are explaining it in easy-to-understand terms. But while you’re talking, the person you are talking to is backing slowly out of the room, all the while nodding and reassuring you, but trying to get back to what they would call the real work—another name for the whirlwind.

Is that employee fully engaged in achieving the goal? Not a chance. Are they trying to sabotage your goal or undercut your authority? No. They’re just trying to survive in their whirlwind.

To illustrate, one of our colleagues shares this story: “I was chair of the community council for my local high school, and we as a council developed a serious goal of improving test scores. My job was to orient the teachers to the new goal, so I made an appointment with key teachers to explain what we were doing and get things started.

“At first I was baffled—they didn’t seem to be listening to me. Slowly, I learned why. On one teacher’s little desk was a stack that looked like a thousand papers. It was just one day’s collection of essays she had to evaluate and grade. Plus, she had a parent conference to go to and the next day’s lessons to plan. She looked kind of helpless while I jabbered on and on, but she wasn’t really listening. There wasn’t room in her brain for this, and I didn’t blame her!”

Let’s summarize what we’ve said so far. First, as you pursue results, you will eventually have to execute on a breakthrough strategy that requires a change in behavior. Stroke-of-the-pen initiatives will take you only so far. Second, when you undertake a breakthrough strategy, you will be battling the whirlwind—and it is a very worthy adversary, undefeated in many organizations.

We cannot stress enough that the 4 Disciplines of Execution are not designed for managing your whirlwind, and they are not designed to manage stroke-of-the-pen initiatives. The 4 Disciplines are the precise methods for accomplishing breakthrough results on your single most critical objective: your Wildly Important Goal.

Since execution is fundamentally a human challenge requiring new or different behaviors to produce improved results, you can best understand the impact of 4DX by first examining the most human reaction of all: resistance to change.
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When it comes to adopting the new and different behaviors necessary for a breakthrough, you can expect people to fall into one of three categories. The first category is comprised of those people who engage quickly. These are your early adopters—the ones who energetically embrace and model the new behaviors that will create improved results. These are also the members of your team who are most open to new ideas, who have a willingness to try new approaches, and who are generally the most committed to winning. We refer to these individuals as Models.

There is another category (usually a much larger percentage of the team) who may appear to be in full support of the breakthrough, but in reality have embraced only a minimum of the changes required. They are doing just enough to appear supportive without ever really committing. We call these individuals Not Yets, because they have not yet fully engaged.

Finally, and unfortunately, a percentage of the team will never embrace the changes that breakthrough results require. We call this category the Nevers. Most often, the individuals in this category will never adopt, much less embrace, a significant change to the way they’ve become comfortable performing.

Models are found in both best-in-class organizations and those that are struggling. They create pockets of excellence, and are usually the source of outstanding results. Their high performance is valuable not only because it produces results, but also because it confirms that breakthrough results are possible on a larger scale. The greater your percentage of Models, the higher the performance of the team.

But pockets of excellence are also the bright side of a darker problem. Almost every organization also experiences significant variability in performance—highs and lows that are predominantly driven by the Not Yets and the Nevers. The greater your percentage of Not Yets and Nevers, the more inconsistent your results will be.

These two dynamics—pockets of excellence and variability of performance—exist in both the best- and worst-performing organizations. What actually separates the best and worst performers is the shape of their respective curves. The high performer’s adoption curve is more “right and tight.” So while leaders have to accept that they will always have an adoption curve, they do not have to accept the shape of that curve. Leaders who accept the shape of their adoption curve are, in a sense, giving up on improving execution and have limited themselves to improving results only through changing strategy. The purpose of the 4 Disciplines of Execution is to move the adoption curve right and tight, toward achieving a breakthrough.

THE 4 DISCIPLINES OF EXECUTION

Tim Harford, author of The Undercover Economist, said, “You show me a successful complex system, and I will show you a system that has evolved through trial and error.”3 In the case of 4DX, he is absolutely right. It benefited from well-researched ideas, but it evolved through trial and error.

In our initial research with Harris Interactive, we surveyed nearly thirteen thousand people internationally across seventeen different industry groups and completed internal assessments with five hundred different companies. Over the years, we’ve added to this foundation by surveying almost 300,000 leaders and team members. This research has been valuable as a foundation for the principles and in guiding our early conclusions, but the real insights did not come from research. They came from implementing 4DX with people like you in over fifteen hundred organizations for the first edition of this book, and over three thousand organizations for the release of this second edition. This effort is what enabled us to develop principles and methods we know will work, regardless of the industry or the geography in which they are implemented.

There is good news and bad news here. The good news is that there are rules—rules for executing a breakthrough in the face of the whirlwind. The bad news? The bad news is that there are rules—the kinds of rules that have immediate consequences if you violate them.

Although the disciplines may seem simple at first glance, they are not simplistic. They will profoundly change the way you approach your goals. Once you adopt them, you will never lead the same way again, whether you are a project coordinator, lead a small sales team, or run a Fortune 500 company. We believe they represent a major breakthrough in how to move teams and organizations forward.

Here’s a quick overview of the 4 Disciplines.

Discipline 1: Focus on the Wildly Important

Basically, the more you try to do, the less you actually accomplish. This is a stark, inescapable principle we all live with. Somewhere along the way, most leaders forget this. Why? Because smart, ambitious leaders don’t want to do less; they want to do more, even when they know better. Isn’t it really difficult for you to say no to a good idea, much less a great one? Yet, there will always be more good ideas than you and your teams have the capacity to execute. That’s why your first challenge is focusing on the wildly important.

Focus is a natural principle. The sun’s scattered rays are too weak to start a fire, but once you focus them with a magnifying glass, they will bring paper to flame in seconds. The same is true of human beings—once their collective energy is focused on a challenge, there is little they can’t accomplish.

Discipline 1: Focus on the Wildly Important requires you to go against your basic wiring as a leader and focus on less so your team can achieve more. When you implement Discipline 1, you start by selecting one goal where you would most like to achieve breakthrough results, instead of trying to significantly improve everything all at once. We call this a Wildly Important Goal (WIG) to make it clear to the team that this goal is critical and will be given special focus and attention.

If you are trying to simultaneously execute a number of new goals, each of which requires a high degree of engagement to achieve, you will inevitably be frustrated by your results. Even if each goal can be justified, the demands of the whirlwind leave you with limited capacity for anything new, especially a goal that requires a change in human behavior. Attempting to spread that limited capacity across multiple goals is the most common cause for failure in execution.

The word “focus” is most often used in one of two ways, and both are critical to Discipline 1. The first is when we talk about narrowing our focus, meaning to limit the number of things we are looking at to a single Wildly Important Goal. The second is when we talk about bringing that one thing into focus, the way you may adjust the lens of a camera until the subject is crisply clear. This is equally important. The Wildly Important Goal must be singular and completely in focus. This is achieved not only by selecting the specific area where you want to achieve breakthrough results (your WIG), but also bringing it into focus by defining a starting line (your current level of performance), a finish line (your desired improved performance), and a deadline for the WIG (the date by which this level must be achieved).

For example, instead of defining a WIG as “Improve subscription revenues,” you would define it as “Increase revenue from new subscriptions from $3.5 million to $4.5 million by December 31.” The process for defining a WIG should not be thought of as simply “this year’s process for setting goals.” The WIG represents a breakthrough result that can be achieved only by applying a special treatment. Without this level of focus, you likely won’t get the results you want. Focus is the first step, but it’s also only the beginning.

Discipline 2: Act on the Lead Measures

This is the discipline of leverage. It’s based on the simple principle that all actions are not created equal. Some actions have more impact than others when you are working toward a goal. And it is those you want to identify and act on at the highest level if you want to achieve your breakthrough result.

Whatever strategy you’re pursuing, your progress and your success will be based on two kinds of measures: lag and lead.

Lag measures are the tracking measurements of the Wildly Important Goal, or any other measurement you cannot significantly influence individually. These are usually the ones you spend most of your time agonizing over. Revenue, profit, market share, product quality, and customer satisfaction are all lag measures, meaning that when you receive them, the performance that drove them is already in the past. That’s why you’re agonizing—by the time you get a lag measure, you can’t fix it. It’s history.

Lead measures are quite different in that they are the measures of the most impactful actions (or behaviors) your team must do to reach the goal. In essence, the lead measures are the new behaviors that will drive success on the lag measures, whether those behaviors are as simple as offering a sample to every customer in the bakery or as complex as adhering to standards in jet-engine design.

A good lead measure has two basic characteristics. It’s predictive of achieving the goal, and it can be influenced by the team members. To understand these two characteristics, consider the simple goal of losing weight. While the lag measure is pounds lost, two lead measures might be a specific limit on calories per day and a specific number of hours of exercise per week. These lead measures are predictive because by adhering to them, you can predict what the bathroom scale (the lag measure) will tell you next week. They are influenceable, because both of these new behaviors are within your control.

Be careful to not confuse what we are calling a “lead measure” with the often-used term “predictive indicator.” For example, inches of rainfall might be predictive of crop growth, but it is not something that can be influenced by the team, and this is the critical difference. Both lead measures and predictive indicators predict an outcome, but only lead measures include being influenceable by the team. For this reason, lead measures are the more effective element for tracking actions critical to WIG achievement.

The number of times preventive maintenance is done could be a lead measure for a WIG (or lag measure) of reducing machine downtime. A reduction in the out-of-stock count could be a lead measure for the WIG of increasing same-store sales. The number of times call-center supervisors do one-on-one coaching could be a lead measure for a WIG of improved customer service. Acting on lead measures is one of the little-known secrets of execution.

Most leaders, even some of the most experienced, are so focused on lag measures that the discipline to focus on the lead measures feels counterintuitive.

Don’t misunderstand. Lag measures are ultimately the most important things you are trying to accomplish. But lead measures, true to their name, are what will get you to the lag measures. Once you’ve identified your lead measures, they become the key leverage points for achieving your goal.

Discipline 3: Keep a Compelling Scoreboard

People play differently when they’re keeping score. If you doubt this, watch any group of teenagers playing a game and see how the level of play changes the minute scorekeeping begins. However, the truth of this statement is more clearly revealed by a change in emphasis: People play differently when they are keeping score. It’s not about the leader keeping score for them.

Discipline 3 is based on the principle of engagement. The highest level of performance always comes from people who are emotionally engaged, and the highest level of engagement comes from knowing the score—that is, if people know whether they are winning or losing. It’s that simple. Bowling through a curtain might be fun in the beginning; but if you can’t see the pins fall, it will soon become boring, even if you really love bowling.

If you’ve narrowed your focus in Discipline 1 (your WIG with a lag measure) and determined the critical lead measures that will keep you on course toward that goal in Discipline 2, you have the elements of a winnable game; but as of yet, you have only a “good bet.” It won’t feel like a winnable game until there is a compelling scoreboard.

The kind of scoreboard that will drive the highest levels of engagement will always feel more like a players’ scoreboard than the more complex coach’s scoreboard leaders typically love to create. It must be simple—so simple that members of the team can determine instantly if they are winning or losing. Why does this matter? If the scoreboard isn’t clear, the game you want people to play will be abandoned in the whirlwind of other activities. And if your team doesn’t know if they are winning the game, they are probably on their way toward losing.

Discipline 4: Create a Cadence of Accountability

Discipline 4 is where execution really happens. The first three disciplines set up the game, but until you apply Discipline 4, your team isn’t in the game. It is based on the principle of accountability: that is to say, unless we consistently hold one another accountable, the goal naturally disintegrates in the whirlwind.

The cadence of accountability is a rhythm of regular and frequent meetings of any team that owns a Wildly Important Goal. These meetings happen at least weekly and, ideally, last no more than twenty to thirty minutes. In that brief time, team members hold one another accountable for producing results, despite the whirlwind.

Why is the cadence of accountability so important?

Consider the experience of someone with whom we’ve worked. He and his teenage daughter made an agreement that she would be allowed to use the family car if she washed it every Saturday morning. He would meet with her each Saturday to make sure the car was clean.

They met on Saturday for several weeks, and everything went well, but then he had to go out of town for two Saturdays in a row. When he returned, he found that the car had not been cleaned. He asked his daughter why she hadn’t taken care of her job.

“Oh,” she replied. “Are we still doing that?”

It took only two weeks for the accountability system to break down. If this is the case in a one-on-one situation, think how much more it applies to a work team or a whole organization. The magic is in the cadence. Team members must be able to hold one another accountable regularly and rhythmically. Each week, one by one, team members answer a simple question: “What are the one or two most important things I can do in the next week (outside the whirlwind) that will have the biggest impact on the scoreboard?” Then members report on whether they met the previous week’s commitments, how well they are moving the lead and lag measures on the scoreboard, and what their commitments for the coming week are, all in only a few minutes.

As a leader, how you launch 4DX with your team is not as important as how you run 4DX with your team. The team must feel that this is not only a winnable game, but also a high-stakes game. That starts with how you as the leader treat this session. When held with perfect consistency, this session communicates that it’s a high-stakes game. This is vital, because so many other competing priorities will actually seem more urgent than your WIG on a day-to-day basis. However, the real secret to Discipline 4, in addition to the repeated cadence, is that team members create their own commitments. It’s common to find teams where the members expect, even want, simply to be told what to do. However, because they make their own commitments, their ownership increases. Team members will always be more committed to their own ideas than they will be to directives from above. Even more important, making commitments to their team members, rather than solely to the boss, shifts the emphasis from professional to personal. The commitments go beyond their job performance to becoming promises to the team.

Because the team commits to a new set of objectives each week, this discipline creates a just-in-time weekly execution plan that adapts to challenges and opportunities that can never be foreseen in an annual strategic plan. In this way, the plan is adapting as fast as the business is changing. The result? The team can direct enormous energy to the Wildly Important Goal without getting blocked by the shifting whirlwind of change all around them.

When your team begins to see the lag measure of a big goal moving as a direct result of their efforts, they will know they are winning. And nothing drives the morale and engagement of a team more than winning.

People want to win. They want to contribute in a way that matters. However, too many organizations lack this kind of discipline—the conscious, consistent regimen needed to execute key goals with excellence. The financial impact of a failure to execute can be huge, but it is only one of the impacts. Another is the human cost to people who want to give their best and be part of a winning team. By contrast, nothing is more motivating than belonging to a team of people who know the goal and are determined to get there.

The 4 Disciplines work because they are based on principles, not practices. Practices are situational, subjective, and always evolving. Principles are timeless and self-evident, and they apply everywhere. They are natural laws, like gravity. Whether you understand them or even agree with them doesn’t matter—they still apply.

Just as there are principles that govern human behavior, there are principles that govern how teams get things done, how they execute. We believe the principles of execution have always been focus, leverage, engagement, and accountability. Are there other principles at play when it comes to execution? Yes. But is there something special about these four and their sequencing? Absolutely. We didn’t invent them, and we freely acknowledge that understanding them has never been the problem. The challenge for leaders has been finding a way to implement them, especially when the whirlwind is raging.



OEBPS/e9781982156992/images/f0013-01.jpg
BREAKTHROUGH

Requiring a Change
in Behavior

¢ IMPORTANT
* YOU ACTONIT
* NEW ACTIVITIES

WHIRLWIND

Required to Maintain
the Operation

e URGENT
* ACTS ON YOU
e LIFE SUPPORT





OEBPS/e9781982156992/fonts/RobotoCondensed-Bold.ttf


OEBPS/e9781982156992/fonts/RobotoCondensed-Regular.ttf


OEBPS/e9781982156992/fonts/EBGaramond-BoldItalic.ttf


OEBPS/e9781982156992/fonts/EBGaramond-Regular.ttf


OEBPS/e9781982156992/fonts/RobotoCondensed-Italic.ttf


OEBPS/e9781982156992/images/title.jpg
4 Dlsc1p1ines
Xecutlon

SECOND EDITION: REVISED AND UPDATED

ACHIEVING YOUR WILDLY
IMPORTANT GOALS

Chris McChesney, Sean Covey, and Jim Huling
with Beverly Walker and Scott Thele

Simon & Schuster Paperbacks

NEW YORK LONDON TORONTO
SYDNEY NEW DELHI





OEBPS/e9781982156992/fonts/EBGaramond-Bold.ttf


OEBPS/e9781982156992/images/f0016-01.jpg
YOUR STRATEGY, PLANS,
AND PRIORITIES

S 4
p—d— v
STROKE OF
THE PEN BREAKTHROUGH WHIRLWIND
| |
| |
| |
| |
| |
| |
NEVERS ' NOT YETS ' MODELS
No High

Engagement —-———  Engagement





OEBPS/e9781982156992/xhtml/nav.xhtml


Contents



		Cover


		Title Page


		Dedication


		Foreword


		Foreword to the First Edition


		Introduction


		Part 1: Learning 4DX

		Chapter 1: The Real Problem With Execution

		How This Book Is Organized







		Chapter 2: Discipline 1: Focus on the Wildly Important


		Chapter 3: Discipline 2: Act on the Lead Measures


		Chapter 4: Discipline 3: Keep a Compelling Scoreboard


		Chapter 5: Discipline 4: Create a Cadence of Accountability

		How to Read the Remaining Sections of This Book












		Part 2: Applying 4DX as a Leader of Leaders

		Chapter 6: Choosing Where to Focus


		Chapter 7: Translating Organizational Focus Into Executable Targets


		Chapter 8: Getting Your Leaders on Board


		Chapter 9: Project Execution With 4DX


		Chapter 10: Sustaining 4DX Results and Engagement







		Part 3: Applying 4DX as a Leader of a Frontline Team

		Chapter 11: What to Expect


		Chapter 12: Applying Discipline 1: Focus on the Wildly Important


		Chapter 13: Applying Discipline 2: Act on the Lead Measures


		Chapter 14: Applying Discipline 3: Keep a Compelling Scoreboard


		Chapter 15: Applying Discipline 4: Create a Cadence of Accountability







		The Missing Ingredient


		Acknowledgments


		About the Authors


		About FranklinCovey


		Glossary


		Notes


		Index


		Copyright







Guide



		Cover


		Start of Content


		Title Page


		Dedication


		Foreword


		Introduction


		Acknowledgments


		About the Author


		Glossary


		Notes


		Index


		Copyright








		IV


		V


		VII


		VIII


		IX


		X


		XI


		XII


		XIII


		XIV


		XV


		XVI


		XVII


		XVIII


		1


		2


		3


		4


		5


		6


		7


		8


		9


		10


		11


		12


		13


		14


		15


		16


		17


		18


		19


		20


		21


		22


		23


		24


		25


		26


		27


		28


		29


		30


		31


		32


		33


		34


		35


		36


		37


		38


		39


		40


		41


		42


		43


		44


		45


		46


		47


		48


		49


		50


		51


		52


		53


		54


		55


		56


		57


		58


		59


		60


		61


		62


		63


		64


		65


		66


		67


		68


		69


		70


		71


		72


		73


		74


		75


		76


		77


		78


		79


		80


		81


		82


		83


		84


		85


		86


		87


		88


		89


		90


		91


		92


		93


		94


		95


		96


		97


		98


		99


		100


		101


		102


		103


		104


		105


		106


		107


		108


		109


		110


		111


		112


		113


		114


		115


		116


		117


		118


		119


		120


		121


		122


		123


		124


		125


		126


		127


		128


		129


		130


		131


		132


		133


		134


		135


		136


		137


		138


		139


		140


		141


		142


		143


		144


		145


		146


		147


		148


		149


		150


		151


		152


		153


		154


		155


		156


		157


		158


		159


		160


		161


		162


		163


		164


		165


		166


		167


		168


		169


		170


		171


		172


		173


		174


		175


		176


		177


		178


		179


		180


		181


		182


		183


		184


		185


		186


		187


		188


		189


		190


		191


		192


		193


		194


		195


		196


		197


		198


		199


		200


		201


		202


		203


		204


		205


		206


		207


		208


		209


		210


		211


		212


		213


		214


		215


		216


		217


		218


		219


		220


		221


		222


		223


		224


		225


		226


		227


		228


		229


		230


		231


		232


		233


		234


		235


		236


		237


		238


		239


		240


		241


		242


		243


		244


		245


		246


		247


		248


		249


		250


		251


		252


		253


		254


		255


		256


		257


		258


		259


		260


		261


		262


		263


		264


		265


		266


		267


		268


		269


		270


		271


		272


		273


		274


		275


		276


		277


		278


		279


		280


		281


		282


		283


		284


		285


		286


		287


		288


		289


		290


		291


		292


		297


		298


		299


		300


		301


		302


		303


		304


		305


		306








OEBPS/e9781982156992/fonts/RobotoCondensed-BoldItalic.ttf


OEBPS/e9781982156992/images/f0vii-01.jpg





OEBPS/e9781982156992/images/f0010-01.jpg
Initiatives to move the organization forward take one of two forms...

STROKE OF THE PEN BREAKTHROUGH
Requiring Resources OR Requiring a Change
or Leadership Authority in Behavior
e Capital Investment ® Improved Customer Experience
e Expansion of Staff e Higher Quality
® Process Change ¢ Faster Responsiveness
e Strategic Acquisition e Consultative Sales Approach
* Media Buy

e Change in Product Mix





OEBPS/e9781982156992/images/9781982156992.jpg
2¥0 EDITION: REVISED AND UPDATED

4 Dlsc1plmes
Executioh

Achieving Your
Wildly Important Goals®

#1

WALL STREET

JOURNAL Chris McChesney

BESTSELLER
Sean Covey

Jim Huling

with Beverly Walker
&S ott Thele






OEBPS/e9781982156992/fonts/EBGaramond-Italic.ttf


