
- However, when you narrow the focus of your team to one or two wildly important goals, the 

team can easily distinguish between what is truly top priority and what is the whirlwind. They 

move from a loosely defined and difficult-to-communicate collection of objectives to a small, 

focused set of achievable targets. Discipline 1 is the discipline of focus. Without it, you will 

never get the results you want. It’s also only the beginning. 

- Lag measures are the tracking measurements of the wildly important goal, and they are 

usually the ones you spend most of your time praying over. Revenue, profit, market share, 

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 praying—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 high-impact 

things your team must do to reach the goal. In essence, they measure 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. 

- People play differently when they’re keeping score. 

- People play differently when they are keeping score. It’s not about you keeping score for 

them. 

- Discipline 3 is the discipline of engagement. In principle, 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. 

- accountability: that unless we consistently hold each other 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 each other accountable 

for producing results, despite the whirlwind. 

- “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? 

- Team members will always be more committed to their own ideas than they will to orders 

from above. Even more important, making commitments to their team members, rather than 

solely to the boss, shifts the emphasis from professional to personal. 

- Practicing Discipline 1 means narrowing your focus to a few highly important goals so you 

can manageably achieve them in the midst of the whirlwind of the day job. 



- Simply put, Discipline 1 is about applying more energy against fewer goals because, when it 

comes to setting goals, the law of diminishing returns is as real as the law of gravity. 

- The fundamental principle at work in Discipline 1 is that human beings are genetically 

hardwired to do one thing at a time with excellence 

- “Improving our ability to multitask actually hampers our ability to think deeply and 

creatively… the more you multitask… the less deliberative you become; the less you’re able to 

think and reason out a problem, 

- The problem is that creative, ambitious people always want to do more, not less. If this 

describes you, you’re almost hardwired to violate the first discipline of execution. 

- Before Apple was named company of the decade in the United States by multiple sources,7 

then COO Tim Cook (now CEO) said this to the company’s shareholders: “We are the most 

focused company that I know of or have read of or have any knowledge of. We say no to good 

ideas every day. We say no to great ideas in order to keep the amount of things we focus on 

very small in number so that we can put enormous energy behind the ones we do choose. The 

table each of you is sitting at today, you could probably put every product on it that Apple 

makes, yet Apple’s revenue last year was $40 billion.”8 

- A wildly important goal (WIG) is a goal that can make all the difference. Because it’s your 

strategic tipping point, you’re going to commit to apply a disproportionate amount of energy 

to it—the 20 percent that is not used up in the whirlwind. 

- In determining your wildly important goal, don’t ask “What’s most important?” Instead, 

begin by asking “If every other area of our operation remained at its current level of 

performance, what is the one area where change would have the greatest impact? 

- Remember, 80 percent of your team’s energy will still be directed at sustaining the whirlwind, 

- Your wildly important goal will come from one of two categories: either from within the 

whirlwind or from outside it. 

- Rule #1: No team focuses on more than two WIGs at the same time. 

- Once the top-level WIG is chosen, the next question is critical. Instead of asking, “What are 

all the things we could do to win this war?”—a common mistake that results in a long to-do 

list—ask, “What are the fewest number of battles necessary to win this war?” The answer to 

that question determines which and how many lower-level WIGs will be needed to achieve 

the top-level WIG. 

- Senior leaders can veto, but not dictate. The highest levels of execution are never reached 

when the strategy is devised solely by the top leaders of the organization and simply handed 

down to the leaders and teams below. 

- While the senior leaders will undoubtedly determine the top-level WIG, they must allow the 

leaders at each level below to define the WIGs for their teams. This not only leverages the 

knowledge of these leaders, but also creates a greater sense of ownership and involvement. 



- Rule #4: All WIGs must have a finish line in the form of from X to Y by when 

- When a team moves from having a dozen we-really-hope goals to one or two no-matter-

what goals, the effect on morale is dramatic. 

- This is why Discipline 1 requires you to translate your strategy from concepts to targets, from 

a vague strategic intent to a set of specific finish lines. 

- As Steve Jobs often said, “I’m as proud of what we don’t do as I am of what we do. 

- For example, while you can’t control how often your car breaks down on the road (a lag 

measure) you can certainly control how often your car receives routine maintenance (a lead 

measure). 

- Discipline 2 requires you to define the daily or weekly measures, the achievement of which 

will lead to the goal. Then, each day or week, your team identifies the most important actions 

that will drive those lead measures. In this way, your team is creating a just-in-time plan that 

enables them to quickly adapt, while remaining focused on the WIG. 

- To achieve a goal you’ve never achieved before, you must do things you’ve never done 

before. Look around you. Who else has achieved this goal or something like it? What did they 

do differently? Analyze carefully any barriers you foresee and decide together how to 

overcome them. Use your imagination. What haven’t you thought of that might make all the 

difference? Then select the activities you believe will have the greatest impact on achieving 

the WIG: the 80/20 activities. What 20 percent of what you do has as much or more leverage 

on the WIG than 80 percent of what you do? In the words of consultant and entrepreneur 

Richard Koch, in business, “The mass of activity will always be pointless, poorly conceived, 

badly directed, wastefully executed, and largely beside the point. A small portion of activity 

will always be terrifically effective.… it is probably not what you think it is; it is opaque and 

buried within a basket of less effective activity.”13 


