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The 4 Disciplines of Execution 

• 10 Years 

• 3,000 Clients have Implementations 4DX

• The 4DX OS (Operating System)

 120,000 active users (2,000 active organizations) 
 8.3M hosted commitment sessions
 32M commitments made (87% completions percentage)  

• The 4DX Book is..

 A Wall Street Journal #1 National Best Seller
 Sold 500,000 copies in the US. 
 Translated into 13 languages
 Currently the best-selling book in the world on Strategy Execution. 



Client Results  

Canadian Natural Resource Ltd.

 Increase plant availability from 72% to 100%
 Achieved cost savings of over $1B from 2014-2017

Sanofi (Global Biomedical) 

 Tripled production of pediatric vaccine 
 Cut cost by 30%

Marriott International

 Runs 4DX in every Marriott Managed Property in the 
Americas (for over 10 years)

 5M commitments kept
 Achieved highest guest satisfaction in company history

Greenbrier (Leading Rail Manufacturer) 

 Increase efficiency from 75% to 91%
 reduced plant downtime from 9% to 1.2%

Carnival Cruise Line 

 Implemented 4DX in all 25 Ships (Hospitality 
and Engineering) 

 Highest NPS in history (18 of 25 Ships) 
 Won USA Today Best Cruise Line of the Year 

2018 

Wegmans Grocery 

 #2 Best Place to Work (Behind Google) 
 #2 Most Respected Company (Behind Amazon)



STROKE OF THE PEN BEHAVIOR CHANGE

Expansion of Staff

Change in Policy or Programs

Hardware Upgrade

Strategic Acquisition

Media Buy

Operational Consistency 

Improved Customer Experience

Higher Quality Services

Faster Responsiveness

Process Adoption

There are two kinds of strategies a 
leader will have to execute…
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Focus on the Wildly Important



GOALS IN ADDITION TO THE 
WHIRLWIND

GOALS ACHIEVED WITH 
EXCELLENCE

2-3 4-10 11-20

2-3 1-2 0



-There will always be more 
good ideas than there is 

capacity to execute-

Execution 4:37





© FranklinCovey. All rights reserved. 13

• Acquisition

• New Hire

• Capital 

Expenditure

• Ad Campaign

Behavior Change

STRATEGY

Stroke of the Pen

Financial Employee

Ops Customer

Whirlwind
(Day Job / Sustain)

29,000 Impact Minutes



© FranklinCovey. All rights reserved. 14

• Acquisition

• New Hire

• Capital 

Expenditure

• Ad Campaign

Behavior Change

STRATEGY

Stroke of the Pen

Financial Employee

Ops Customer

Whirlwind
(Day Job / Sustain)

29,000 Impact Minutes



© FranklinCovey. All rights reserved. 15

W.I.G.

From 29,000 to 12,000

Impact Minutes by year end

DISCIPLINE 1:

Focus on the Wildly Important
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W.I.G.

DATAGRID: 

Reduce deployment 

time from 300 min to 

15 min by year end 

W.I.G.

ESP Team C:

Reduce Contract 

Down Time from 20 

min to 12 min by Nov

W.I.G.

ERONE Team:
Reduce Daily 

Exceptions from 2600 

to 900 by Aug

W.I.G.

NETREC Team: 

Implement Self 

Healing Functionality 

for 9 Modules by Nov

W.I.G.

From 29,000 to 12,000

Impact Minutes by year end

W.I.G.

Reduce MTTR from 145 Min to 

90 Min by year end

W.I.G.

Reduce Group Size Failure from 

58% to 45% by year end

DISCIPLINE 1:

Focus on the Wildly Important

Discipline 1
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Act on the Lead Measures
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Discipline 1 

Team WIG (Lag Measure)

W.I.G.

ESP Team C:

Reduce Contract 

Down Time from 20 

min to 12 min by Nov

Discipline 2: Act on the Lead Measures

Discipline 2 

Lead Measure

Lead Measure 2

Lead Measure 1

Migrate one Application to 

the cloud every 2 weeks 

Conduct 3 log reviews per 

week 



DISCIPLINE 2:

Act on the Lead Measure

Weight 
(Pounds/Kilos)

Number of Calories (Diet)

Miles/KM Run (Exercise)

Measures the Goal

Measures something that 
leads to the goal

LAG MEASURE LEAD MEASURE

Something we can influence

LOSE 
WEIGHT

Predictive

Influenceable



Lag Measure (WIG):

• Improve project cycle time 

• Increase same-store-sales

• Increase # of new accounts

• Reduced accidents

• Reduce plant shut-downs

• Improve customer service

Lead Measure:

• Project management standards

• Reduction in out-of-stocks 

• Qualified prospects

• Compliance to safety standards

• Preventative maintenance 

• 1-on-1 coaching w/ phone reps.

DISCIPLINE 2:

Act on the Lead Measure



Keep a Compelling Scoreboard
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Discipline 1 Discipline 2 

Next Treatment

Reduce Contract 

Down-Time
Log Reviews

Migrate One App / WK

Should 

be 15
3.0

2.8

1.0

1.1

14
Currently is

12WIG

Discipline 3 



DISCIPLINE 3:

Keep a Compelling Scoreboard

“People play differently when 
they are keeping score”
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• Are Simple and Separate 

• Are Highly Visible to the Player

• Have the Right “Lead” and “Lag” Measures

• Tell us Immediately if we are Winning or Losing!

Compelling (Players) Scoreboards:



WIG
Reduce luggage 
delivery from 
120 to 20 mins

1   2   3   4   5   6   7   8

X

Y

Lead Measure
Match 100% of 
luggage tickets to 
room # at check in

Lead Measure
Escort 80% of all 
guests to room 
with bags

80%

1    2    3    4    5    6   7

100%

Mo Tu We Th  Fr  Sa  Su



Example of Scoreboard
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Example of Scoreboard







Create a Cadence of Accountability



Discipline 1 Discipline 2 

Next Treatment

Reduce Contract 

Down-Time
Log Reviews

Migrate One App / WK

15
3.0

2.8

1.0

1.1

14

12

Discipline 3 

Weekly Commitments

Complete “git-hub” migrations for 

all libraries. 

Implement “get-days-out” feature  

to reduce calendar errors.

Discipline 4: Create a Cadence of Accountability

Discipline 4: 
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“When you ask people what it is like 
being part of a great team, what is 
most striking is the meaningfulness of 
the experience. People talk about 
being part of something larger than 
themselves, of being connected. It 
becomes quite clear that, for many, 
their experiences as part of truly great 
team stand out as singular periods of 
life lived to the fullest. Some spend 
the rest of their lives looking for ways 
to recapture that spirit.” 

Peter Senge
Author of
The Fifth Discipline



• When they felt they 
were winning? 

• When they felt it was a 
high-stakes game? 

When did we see the jump in engagement?  



How organizations use 4DX

Powerful 

Event
Sustained 

Change

Business 

Results 

Operating System 

Three decisions every leadership makes…

1. Is this approach right for us? 

2. What would we aim this at? 

3. How much help will we need? 



Client Experiences



The buyer profile of All Access Pass

How All Access Pass is working for our clients

How clients are using All Access Pass

Ways All Access Pass is enabling client results

Key Takeaways



Large Healthcare Company

•

•



Personal Care Corporation

•

•



All Access Pass: Enabling Characteristics 


