
The 4 Disciplines of Execution 

Two things a leader can influence:  

     - strategy/plan 

     - ability to execute the plan 

70% of strategic failures are due to poor execution of leaders 

Every organization has a clash between 2 forces: 

     - whirlwind - day job/energy needed to keep organization running, the "real work" 

     - goals 

Ask: Would people in my organization still be busy if we didn't have any goals for moving 

forward? 

What kills strategies/initiatives? Usually it's the whirlwind  

People aren't stupid or lazy; they're busy 

Primary characteristic of whirlwind is urgency - it acts on you 

Goals are important, but have no urgency - you act on them 

When urgency and importance clash, urgency wins 

The problem is not simply executing on a goal; it's executing on a goal in the middle of the 

whirlwind 

4 Disciplines of Execution 

1- FOCUS ON THE WILDLY IMPORTANT 

The law of diminishing returns - if a team has 2-3 goals they're likely to achieve 2-3 goals; same 

team with 4-10 goals will achieve 1-2, 11-20 goals will yield 0 

There will always be more good ideas than capacity to execute  

The enemy of the great is the good 

Wildly Important Goals (WIG) - a goal that makes all the difference; failure to achieve this goal 

renders any other achievement inconsequential 

Rules for WIGs: 

1- only 1-2 WIGs for same team at the same time 

2- sub WIGs must ensure success of parent Wig 

3- finish line: from X to Y by when 

2 - ACT ON THE LEAD MEASURE 

Lag measure - measures goal 

Lead measure - leads to goal, predictive, influenceable, harder to identify and track 

Example: weight loss - lag measure pounds lost, lead measure diet and exercise 



People fixate on lag rather than lead because: 

- lag measure matters - the thing you want or are accountable for 

- lag data is easier to get 

3 - CREATE A COMPELLING SCOREBOARD 

- needs to feel at least a little bit like a game 

Rules for a scoreboard: 

1- simple 

2- highly visible 

3- have the right lead and lag measure 

4- tells immediately if winning or losing 

Biggest contributor to employee morale is whether or not they feel like they're winning at work 

4 - CREATE A CADENCE OF ACCOUNTABILITY 

20 minute meeting very week for teams with WIGs 

- same time each week 

- do NOT discuss whirlwind 

- every person thinks about the same question: What are the 1-3 most important things I can do 

this week to impact the scoreboard? 

Each team member reports on three things: 

1- last week's commitments 

2- review and update scoreboard 

3- make commitments for next week 

The 4 disciplines of execution do three things: 

1- clarifies organization's priorities - separates WIGs from the whirlwind 

2- engages every member of the team 

3- allows organization to achieve WIGs amidst whirlwind 

 


