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EXECUTIVE OVERVIEW

The new year creates natural psychological reset energy, but that energy dissipates
quickly without structure. Research on goal achievement shows that 23% of people quit
their resolutions after just one week, and only 9% successfully complete them.
Organizations face similar patterns—the enthusiasm of January planning retreats fades
into the operational grind of February and March.

This framework addresses the critical gap between strategic intention and sustained

execution. It provides CEOs and business owners with practical disciplines for converting
new year momentum into year-long performance.

The Core Principle
The most effective leaders treat January not as a fresh start but as a continuation with
renewed clarity. This means arriving on day one with priorities already crystallized—not

spending the first few weeks in planning mode while the organization drifts.

This framework is built on five integrated disciplines:

@ Pre-Year Preparation: Entering January with clarity, not hope

@ Ruthless Priority Clarity: Focusing organizational energy on what matters most

® Execution Cadence: Building rhythm that sustains momentum

@ Predictive Measurement: Leading indicators that provide early warning

@ CEO Energy Management: Protecting the organization's most constrained resource
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Section 1

THE CRITICAL FIRST 30 DAYS

e
[ The way you start determines your trajectory. January sets the tone for the year. j
9y

Why the First 30 Days Matter

Organizational psychology research demonstrates that early wins generate momentum
through increased confidence, clearer patterns of success, and established behavioral
norms. Conversely, a diffused or reactive first month creates drag that compounds
throughout the year.

The first 30 days establish three critical elements: psychological tone (how the team
perceives the year ahead), operational rhythm (the cadences that will govern execution),
and priority clarity (what actually matters versus what merely feels urgent).

Pre-Year Preparation (December)

Effective January execution begins in December. Leaders who wait until January to
crystallize priorities lose the first month to planning rather than execution. The following
preparation ensures you enter the year ready to lead, not ready to plan.

Priority Crystallization

Before December 15th, complete the following work:

@ lIdentify the 3 "must-win battles" for Q1. These are the critical outcomes that will
define success. If you have more than three, you don't have priorities—you have a
wish list.

@ Define the single "rallying cry" for the year. Following Patrick Lencioni's thematic
goal concept, identify the one overarching objective that everything else serves.

@ Clarify what you will NOT do. A strategy is defined as much by what it excludes as
what it includes. List 3-5 initiatives, projects, or directions you are explicitly choosing
not to pursue, regardless of their merit.

@ Align your leadership team. Before December ends, ensure every direct report can
articulate the Q1 priorities and the year's rallying cry in their own words.
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Calendar Architecture

Block your calendar for the entire first quarter before January 1st:

® Weekly scorecard reviews (same time, same day, non-negotiable)

® Monthly strategic check-ins with each direct report

® Quarterly recalibration sessions already scheduled

@ Strategic thinking blocks (minimum 4 hours per week protected)

® Recovery/buffer time to prevent calendar collapse

Communication Preparation

Draft your January communication cadence before the holidays:

® Day 1 message: Clear articulation of priorities and expectations

® Week 1 all-hands talking points: Connecting individual roles to strategic priorities

@ First 30-day checkpoint: What you'll celebrate and what you'll address

The First Week: Establishing Tone

The first week back sets psychological expectations for the entire year. Leaders who
spend Week 1 catching up on email and attending routine meetings waste the most
powerful window for cultural reinforcement.

Instead, use Week 1 strategically. Visibly demonstrate the priorities through your calendar
—where you spend time signals what matters. Have direct conversations with key
performers about their specific roles in Q1 success. Identify and address one visible
"quick win" that demonstrates progress and builds confidence.

/
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Days 8-30: Building Early Momentum

After establishing tone in Week 1, the next three weeks should generate visible progress
on priorities:

® Weekly progress visibility. Share concrete updates on must-win battles at every
opportunity. Momentum is as much about perception as reality.

® Early course corrections. If something isn't working by Day 15, address it
immediately. Waiting until February to fix January problems compounds the damage.

® Celebrate first wins publicly. Recognition of early progress reinforces the behaviors
you want to see all year.

® Protect the cadence. The scheduled reviews and check-ins you blocked in December
are already under attack. Defend them aggressively—if you cancel them in January,
they'll never survive the year.
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Section 2 :

RUTHLESS PRIORITY CLARITY

e
[ If everything is important, nothing is important. Strategy is the art of sacrifice. j
99

The Discipline of Focus

Most execution failures stem not from poor effort but from diffused focus. The CEO who
enters January with 3 clear "must-win battles" for the quarter dramatically outperforms
the one with 12 important initiatives. This isn't about working less hard—it's about
concentrating organizational energy where it creates the greatest impact.

The challenge is that everything feels important. Every initiative has merit. Every project
has a sponsor. Every goal connects to strategy somehow. The discipline of ruthless
priority clarity requires the courage to choose—and the wisdom to accept that choosing
means disappointing some stakeholders.

The Thematic Goal Framework

Patrick Lencioni's concept of the "thematic goal" provides a powerful structure for
organizational focus. The thematic goal is a single rallying cry that represents the
organization's most important priority for a defined period (typically a quarter or year).
Every other objective exists in service to this primary goal.

Characteristics of an Effective Thematic Goal

@ Singular and clear. It can be stated in one sentence that anyone in the organization
can understand and repeat.

©® Time-bound. It has a clear endpoint (usually quarterly or annual).

©® Measurable in binary terms. At the end of the period, you either achieved it or you
didn't.

@ Requires cross-functional coordination. No single department can achieve it alone.

@ Represents a genuine leap. It's not business as usual—it requires focused effort.
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Examples of Thematic Goals

@ 'Launch the enterprise product and secure 5 reference customers by March 31
@ 'Complete the merger integration with zero unplanned departures of key talent"
® "Achieve operational breakeven with positive cash flow by Q3"

® "Winthe XYZ contract and establish government as a viable vertical”

The "Rule of Three" for Quarterly Priorities

Supporting the thematic goal, effective leaders limit quarterly priorities to three "must-win
battles." This constraint is not arbitrary—it reflects the reality that organizational attention
is finite and that attempting to drive too many priorities simultaneously dilutes impact on
all of them.

The Priority Filter Test

For each potential priority, ask:

@ Strategic alignment: Does this directly advance our thematic goal?

® Urgency validation: Will delaying this by one quarter create irreversible harm?

® Leadership attention: Does this require CEO/executive team involvement to
succeed?

@ Resource reality: Do we actually have the capacity to execute this alongside our
other priorities?

Items that fail these tests belong on a "not now" list—valuable initiatives that are explicitly
deferred, not forgotten.

— ¢
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The Discipline of "Not Now"

Strategy is defined as much by what you choose not to do as by what you choose to
pursue. Creating an explicit "not now" list serves multiple purposes: it acknowledges the
merit of deferred initiatives, it prevents constant relitigating of decided priorities, it
provides a clear answer when people advocate for their favorite projects, and it creates a
ready source of priorities when capacity opens up.

The discipline requires regularly reviewing and reinforcing what's on the "not now" list.
When a deferred initiative keeps coming up, either move it to the active priority list
(replacing something else) or explicitly recommit to the deferral with clear reasoning.

Communication That Reinforces Priorities

Priority clarity must be communicated constantly, consistently, and in multiple formats.
The test of effective priority communication is simple: Can a randomly selected employee
articulate the top 3 priorities and explain how their work connects to them? If not, the
communication cadence needs intensification.

Effective approaches include beginning every all-hands meeting with a priority update,
incorporating priorities into one-on-one conversations at every level, celebrating progress
publicly and specifically, and immediately addressing actions that contradict stated
priorities.
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Section 3:

CADENCE OVER INTENSITY

Sustainable execution comes from rhythm, not heroic sprints. The discipline isn't
the meeting—it's the non-negotiability of the meeting.

The Power of Operational Rhythm

Organizations that maintain execution momentum throughout the year share a common
characteristic: they've built execution rhythms that don't depend on motivation or
memory. When weekly reviews, monthly check-ins, and quarterly recalibrations are locked
into the calendar as non-negotiable events, execution becomes systematic rather than
episodic.

The contrast with intensity-based execution is stark. Teams that rely on periodic sprints of
intense effort followed by recovery periods create boom-bust cycles that undermine long-
term performance. The initial sprint depletes energy reserves, the recovery period loses
momentum, restarting requires overcoming inertia each time, and the pattern eventually
burns out key personnel.

The Execution Cadence Framework

Effective execution requires rhythms at multiple time horizons, each serving a distinct
purpose:

Daily Disciplines (Individual and Team)

@ Priority identification. What are the 1-3 things that must happen today to advance
our quarterly priorities?

@® Blocking for deep work. Protecting time for concentrated effort on priorities, not just
reactive task management.

©® End-of-day reflection. Brief assessment of progress and preparation for tomorrow.
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Weekly Reviews (Leadership Team)

The weekly review is the heartbeat of execution. It should occur at the same time, on the
same day, every week without exception. Canceling or rescheduling weekly reviews "just
this once" is the first step toward losing the cadence entirely.

An effective weekly review covers scorecard review (5-10 minutes) examining leading
indicators and flagging concerns; priority progress (15-20 minutes) with updates on each
must-win battle with specific next steps; obstacle clearing (15-20 minutes) identifying
and assigning ownership of blockers; and commitment confirmation (5 minutes) with
clear "who will do what by when" for the coming week.

Key principles for weekly reviews include keeping it under 60 minutes (longer meetings
lose energy and attendance), starting and ending on time regardless of who's present,
making scorecards visible to all participants, and following up immediately on missed
commitments.

Monthly Strategic Check-Ins

Monthly check-ins serve a different purpose than weekly reviews—they provide space for
strategic reflection rather than tactical execution. Each month should include one-on-one
strategic conversations with each direct report (beyond routine 1:1s), assessment of
whether priorities remain correct given new information, review of resource allocation
against stated priorities, and identification of emerging opportunities or threats.

Quarterly Recalibrations

Quarterly sessions provide the opportunity to step back and assess both execution
performance and strategic direction. Effective quarterly recalibrations include honest
assessment of Q results against goals, identification of lessons learned (both successes
and failures), refreshing of priorities for the coming quarter, recalibration of annual
targets if necessary, and team health check and development discussions.

Schedule quarterly recalibrations at least one month in advance, and protect them as non-
negotiable calendar commitments.
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Protecting the Cadence

Every execution rhythm will face pressure to be disrupted. Customer emergencies, travel
schedules, "urgent" meetings, and competing priorities will all threaten the cadence. The
leader's role is to protect it aggressively.

Practical approaches include scheduling all cadence meetings for the entire year in
advance, treating them as immovable appointments (like board meetings or medical
appointments), when conflicts arise defaulting to rescheduling the conflict rather than the
rhythm meeting, and making your commitment to the cadence visible to the organization.
When you do miss a cadence meeting (and occasionally you will), acknowledge it
explicitly and recommit publicly. The message you send by protecting or abandoning the
rhythm is far more powerful than any communication about priorities.

| gmemsey
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Section 4

LEADING INDICATORS OVER
LAGGING

By the time revenue or profit numbers tell you something's wrong, you've lost
months. The question isn't 'what happened?'—it's 'what's about to happen?

The Measurement Problem

Most organizations measure what's easy to measure rather than what's important to
know. Financial statements tell you what happened 30-90 days ago. By the time they
signal a problem, the damage is already done. Effective leaders build measurement
systems that predict problems before they appear in financial results.

The distinction between leading and lagging indicators is fundamental. Lagging
indicators (revenue, profit, customer count) measure outcomes—they tell you what
already happened. Leading indicators (pipeline velocity, customer engagement, employee
sentiment) predict outcomes—they tell you what's about to happen. Both are necessary.
But sustainable execution momentum requires focusing primary attention on leading
indicators.

Identifying Effective Leading Indicators
Effective leading indicators share several characteristics:

@ Predictive validity. They actually predict the lagging indicator you care about. This
relationship should be validated through historical data or logical reasoning.

@ Actionable timeframe. They provide warning with enough lead time to take
corrective action. A leading indicator that gives you 48 hours warning on a problem
that takes 6 months to fix isn't useful.

©® Measurable with current systems. The best theoretical indicator is useless if you
can't actually measure it consistently.
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@ Influenceable by the team. Leading indicators should measure things your team can
actually affect through their actions.

@ Resistant to gaming. People optimize what's measured. Choose indicators that can't
easily be gamed in ways that undermine the underlying goal.

Leading Indicator Examples by Function

Sales and Revenue

Instead of measuring closed revenue (lagging), track pipeline velocity (deals moving
through stages per week), qualified lead generation rate, sales activity metrics (calls,
demos, proposals), average deal cycle time trends, and win rate by stage. These
indicators provide 60-90 days warning on revenue problems.

Customer Health

Instead of measuring churn rate (lagging), track product usage trends, support ticket
volume and sentiment, customer engagement scores, NPS/CSAT trends before renewal
windows, and feature adoption rates. These indicators provide 30-90 days warning on
retention problems.

Employee Engagement

Instead of measuring turnover (lagging), track pulse survey trends, one-on-one
conversation quality indicators, internal mobility interest, recognition and feedback
frequency, and meeting attendance and participation trends. These indicators provide 60-
120 days warning on retention and productivity problems.

Operational Performance

Instead of measuring margin erosion (lagging), track capacity utilization trends, quality
defect rates, inventory turn rates, on-time delivery percentages, and vendor performance
metrics. These indicators provide 30-60 days warning on operational problems.

www.capacity-building.com
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Building Your Leading Indicator Dashboard

Effective CEOs limit their weekly dashboard to 5-7 leading indicators that provide
comprehensive early warning across critical dimensions of the business. More than this
creates noise and diffuses attention.

For each indicator, define the metric precisely and ensure consistent measurement
methodology. Establish the baseline (current performance) and target (desired
performance). Set the threshold that triggers investigation or action.

Determine the cadence for review (weekly for most, daily for some). And establish clear
ownership for monitoring and response.

Responding to Leading Indicator Signals

A leading indicator system is only valuable if it drives action. When an indicator crosses
its threshold, have a defined response protocol: who investigates, what's the timeline for
root cause analysis, who decides on corrective action, and how is the response tracked to
completion.

Common failure modes include ignoring early signals because "it's probably noise,’
waiting to see if the trend continues (losing the early warning advantage), and
investigating without driving to action. Build organizational muscle around taking early
signals seriously, even when the ultimate outcome is that no action was needed.
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Seclion O :

PUBLIC ACCOUNTABILITY
WITH CONSEQUENCES

Execution stalls when commitments remain private or consequences feel
theoretical. What gets measured and reported gets done.

The Psychology of Accountability

Private commitments are suggestions. Public commitments are obligations. The
psychological weight of having announced a commitment to peers—whether that's a
leadership team, a board, or a Vistage group—fundamentally changes the relationship to
that commitment.

Research on goal achievement consistently shows that public commitment dramatically
increases follow-through. But the commitment must be genuinely public (to people whose
opinion matters), specific (clear and measurable), and consequential (with real stakes for
success or failure).

Layers of Accountability
Effective leaders build multiple layers of accountability, each serving different purposes:

Leadership Team Accountability

Within your direct leadership team, create mutual accountability through transparent
scorecards visible to all team members, weekly commitment tracking (who promised
what, was it delivered?), peer-to-peer feedback on commitment fulfillment, and collective
ownership of team-level goals.

Key principle: Leaders who miss commitments should be the first to acknowledge it, not
wait to be called out. Model this behavior yourself.
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Board or Investor Accountability

For companies with boards or external stakeholders, use these relationships for strategic
accountability. Make specific quarterly commitments to the board. Report honestly on
performance against those commitments. Invite board members to hold you accountable
for the most critical priorities.

Peer Group Accountability (Vistage or Similar)

Peer groups provide uniquely powerful accountability because peers understand the
context without being invested in your organization's politics, they can offer challenge
and support simultaneously, the regular meeting cadence creates natural checkpoints,
and there's no hierarchical dynamic that might soften feedback.

Maximize peer group accountability by making specific, measurable commitments at

each meeting, reporting honestly on results from previous commitments, asking explicitly
for follow-up and challenge, and being willing to receive hard feedback graciously.

Creating Real Consequences

Accountability without consequences is theater. Real consequences—positive and
negative—must attach to commitment fulfillment.

Positive Consequences

@ Recognition. Public acknowledgment of commitment fulfillment.

@ Expanded opportunity. Those who deliver earn trust for larger responsibilities.
® Compensation alignment. Bonus structures tied to commitment delivery.

@ Career advancement. Promotion decisions incorporate commitment tracking.

Negative Consequences
® Direct conversation. Immediate, private discussion of missed commitments.
@ Pattern recognition. Tracking repeated misses and addressing the pattern.

@ Reduced autonomy. Increasing oversight for those who consistently miss
commitments.

@ Role reassessment. Eventually, persistent failure to deliver has career implications.
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Critical note: Consequences must be predictable and consistent. Intermittent

enforcement is worse than no enforcement—it creates cynicism about the entire
accountability system.

The CEO's Personal Accountability

As CEO, you must hold yourself to the highest accountability standard. If you routinely
miss commitments, make excuses, or fail to address your own performance gaps, no
accountability system will work for the rest of the organization.

Best practices for CEO accountability include making your own commitments public to
the leadership team, reporting on your results with the same rigor you expect from others,
explicitly inviting feedback on your own execution, and acknowledging failures openly
rather than rationalizing them.

‘
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Section 6 :

CEO ENERGY MANAGEMENT

Your enthusiasm—or exhaustion—cascades through the organization faster than
any memo. CEO energy is the organization's most constrained resource.

The Energy Reality

Most execution guidance focuses on systems and accountability while ignoring a
fundamental constraint: the CEQ's personal energy is finite, and its depletion has outsized
organizational consequences. A CEO operating at 60% capacity doesn't just underperform
personally—they diminish the entire organization's performance through dampened
enthusiasm, impaired decision-making, and unconscious signals that normalize
exhaustion.

Leaders who sustain year-long execution momentum recognize energy management as a
strategic priority, not a personal luxury. They protect recovery time fiercely, build in
strategic thinking blocks that don't get cannibalized by operations, and recognize that
their state directly shapes organizational culture.

The Four Dimensions of Energy

Based on research by Jim Loehr and Tony Schwartz, sustainable performance requires
managing energy across four dimensions:

Physical Energy

The foundation of all other energy. Without physical energy, cognitive and emotional
capacities degrade rapidly. Physical energy requires attention to sleep (7-8 hours
consistently, not "catching up" on weekends), nutrition (stable blood sugar, adequate
hydration, avoiding the lunch coma), exercise (cardiovascular and strength training,
scheduled like meetings), and recovery (actual breaks, not just less-intense work).

CEO-specific challenge: Travel, irregular schedules, and the "always on" expectation
systematically undermine physical energy. Deliberate countermeasures are required.
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Emotional Energy

The fuel for relationships, leadership presence, and resilience under pressure. Emotional
energy depletes through constant interaction demands, difficult conversations, and
absorbing organizational stress. Emotional energy restoration comes through
relationships that energize rather than drain, activities that create genuine enjoyment (not
just relaxation), processing time for difficult situations, and boundaries that protect
personal life from work overflow.

Mental Energy

The capacity for focus, creativity, and complex problem-solving. Mental energy depletes
through context-switching (the single biggest energy drain for executives), continuous
partial attention, and decision fatigue. Mental energy restoration requires deep work
blocks (minimum 90 minutes of uninterrupted focus), novelty and learning (the brain
recovers through engagement with new challenges), and creative outlets (non-work
activities that engage different mental capacities).

Spiritual/Purpose Energy

Connection to meaning and values that transcends daily challenges. This is the energy
that enables sustained commitment through difficult periods. Purpose energy requires
regular connection to the "why" behind the work, alignment between daily activities and
core values, contribution beyond organizational success, and reflection practices that
maintain perspective.

Practical Energy Management Disciplines

Calendar Architecture

Your calendar is your energy allocation strategy. Design it deliberately:

@ Protect strategic thinking time. Block 4+ hours weekly for unscheduled strategic
thinking. Guard these blocks more fiercely than any other commitment.

@ Batch similar activities. Context-switching is the enemy. Group meetings by type
where possible.

® Schedule recovery, not just activity. Buffer time between intense sessions. Lunch
that's actually a break.

@ Respect your energy patterns. If you're sharpest in the morning, don't fill mornings
with administrative tasks.

@ Build in "white space." A fully scheduled calendar has no room for the unexpected—or
for recovery when the unexpected happens.
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Boundary Disciplines

Sustainable energy requires boundaries that protect recovery:

® Evening cutoff: A specific time after which work communication stops

® Weekend protection: At minimum, one full day weekly without work intrusion
® Vacation reality: Actual disconnection, not just location change

® Device management: Specific practices around email, messaging, and phone

Recovery Rituals

Build specific rituals that signal to your mind and body that recovery is happening. These
must be consistent and protected. Examples include morning routines that set energy for
the day, transition rituals between work and personal time, weekly practices that fully
disconnect from work, and quarterly extended breaks that allow deep recovery.

Warning Signs of Energy Depletion

Because energy depletion happens gradually, leaders often don't notice until significant
damage has occurred. Watch for these warning signs:

@ Cognitive warning signs. Difficulty concentrating, impaired memory, creative blocks,
decision avoidance, and increased cynicism.

@ Emotional warning signs. Irritability, impatience, reduced empathy, emotional
flatness, and difficulty recovering from setbacks.

©® Physical warning signs. Sleep disturbance, appetite changes, persistent fatigue,
increased illness, and exercise avoidance.

@ Behavioral warning signs. Withdrawal from relationships, procrastination on
important tasks, increased alcohol or other coping mechanisms, and abandonment
of personal interests.

When you notice these signs, treat them as urgent signals requiring immediate response
—not as weaknesses to push through.
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SUMMARY: THE
INTEGRATED FRAMEWORK

Sustaining execution momentum through the year
requires integrating all five disciplines—they reinforce
each other, and weakness in any one undermines the
others.

% DIVORCE DECREE

Discipline Core Actions

Pre-year preparation; Week 1 tone-setting; Days 8-30 momentum

Critical First 30 Days building

Ruthless Priority Clarity Thematic goal; 3 must-win battles; explicit "not now" list

Daily disciplines; weekly reviews; monthly check-ins; quarterly

Cadence Over Intensity . .
recalibrations

5-7 predictive metrics; 60-90 day warning; defined response

Leading Indicators
protocols

Team accountability; peer group commitments; real

Public Accountability
consequences

Four dimensions; calendar architecture; boundaries; recovery

Energy Management .
9 9 rituals

Implementation Checklist
Use this checklist to assess your readiness for sustainable execution momentum:
Before Year End

Thematic goal defined and communicated

Q1 must-win battles (maximum 3) identified

O

"Not now" list created and shared

O O

All cadence meetings scheduled for Q1
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Leading indicator dashboard finalized
Leadership team aligned on priorities
Day 1 and Week 1 communications drafted
Strategic thinking time blocked on calendar

Energy management boundaries defined

o o O 0O O U

Accountability commitments made to peer group/board
Week 1

Priorities communicated to full organization
Leadership team alignment confirmed

First weekly review completed

O 0O 0O U

At least one early win identified and pursued

Calendar protected from reactive capture
Month 1

Four weekly reviews completed (no cancellations)
Leading indicators reviewed weekly

Visible progress on all three must-win battles
Course corrections made where needed

Energy management practices maintained

O O o 0O o o

First wins celebrated publicly

The difference between organizations that start strong and fade versus those that
sustain momentum is not effort or intent—it's discipline. These frameworks provide the
structure. The execution is yours.
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