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Major Concepts from Jim Collino:
Built to Last, Good to Great
Good to Great and the Social Sectors
How the Might Fall, andGreat by Choice

Since the publication afimCo | | i n 6 s BuiltitorLastin 1994, h&khas become one of the

most widely read and respected authors in the area of leadershjpdkssare based on

significant and solid research projects each with a specific purposenpaetof their findings

has spread from tHausiness world into the church world to the extent that a monograph was

even published foGood to GreatThe monograph is entitlé8ood to Great and the Social

Sectorsand it focuses on hothe nonprofit sectorcould apply the principles reported@ood

toGreat Hi s multiple appear ances havehelpédtodxpamd Cr e e k
his exposure to andcreaseanterestby church leaders.

The purpose of this piece is to summarize the findings published imedtidoks and to initiate
thoughtand actioras it relates to specific applications in our world: the churahill not spend
anytime with the details of their researg@lery well done) and littlevith the wealth of excellent
corporate illustrations. | wiliry to focus us on the principles they identified and how they might
apply in dayto-day church life. | do that with the assumption that people are people and that
organizational life is organizational lif&nd, | come withthe assumption that our divasi of the
world into religious and secular is an artificial diviaied that my experienaghen | was in
businesgand | believe their researels wel) indicates that the lsebusiness practices for both
thebusines@arenaandfor churchesarethedaily application of Biblicalleadershigorinciples

AlthoughGood to Greatvas the second book published, | will use his suggestion and view it as

the prequel rather than the sequdBtolt to Last.Collins wrote inGoodto Greafi Thi s book i
about how to turn a good organization into one that produces sustained greatBesuttsLast
isabouthowyoutake company with great results and tur
(pg. 14). In like manner | am going to transpdise last two books as weBreat by Choice
researched the question: AWhy do some compani
do not ?0 These f oGoodthGreatkamogriaphindeal witilhe positivet h e

principles that will buildand sustain greatness in an organization. Even the tilis bbokHow

the Might Falltell us itdeak with the opposite perspective: what practiegsbring a once

great and even enduring compdrack b mediocrity or even to demise. | deal with &tla

Good to Greaand
Good to Great and the Social Sectors

Chapter 1: Good is the Enemy of Great

1. GoodtoGrean ddr esses the basic (q(crushbecmmeageafan a ¢

company and, if sp,iWewBlel  CeVvVéinbastalk mest al
substantially improve its stature and performance, perhaps even become great, if it
conscientiously applies the framework of ide

Q: As a leader in the local church, how does itiéde you feel?
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2. Collins uses the graphic below to picture the results of their research. The balance of the

book fleshes ouhe concepts pictured in it:

1 Level 5 Leadership

T First WhoéThen What

1 Confront the Brutal Facts, "
yet never lose faith

1 The Hedgehog Gwept:
simplicity within the
Three Circles

1 A Culture of Discipline R
ﬂ Technology Accelerators LeveL 5 FIRSTWHO ... CONFRONT THE HEDGEHOG CULTURE OF TECHNOLOGY
1 The Flywheel Effect and Leapersip THEN WHAT BRUTALFACTs  CONCEPT  DISCIPLINE ACCELERATORS
~ ; \
Chapter 2: Level 5 Leadership P e m B
1. They created anthendefined the term Level 5 Leadership after significant discussions
within the research team. Collins wrote, i We
about how to describethegotmigr eat | eaders. I nitially, we p
exewlt i ved and O6servant | eader. 6 But members o
characterizaton©One member protested, Alt makes them

suggestion of another team member they simply called them Level 5 LeHdensthey
defined a Level 5 kader as someone who has genuine humility and modesty, but who also is
fanatically driven, infected with an incurable need to produce results (pg. 30).

Q: How much does that description Jeaglership style

2. Having defined what a Levél
Leader looks like, they then

developed a hierarchy of leadership LEVEL 5 EXECUTIVE ,
as described in the graphic below: B B s e
Wil
Q: As you study the graphic and reflect EFFECTIVE LEADER _
atalyzes commitment to and vigorous
on where you are today as a |eader’ at pursuit of a clear and compelling vision,

stimulating higher performance standards.

COMPETENT MANAGER
Organizes people and resources toward the
effective and efficient pursuit of pre-

what level would you say you are?

Q: AsS yOU IOOk at the diffel‘ences determined objectives.

between _each of the various Ieve_l_s of CONTRIBUTING TEAM MEMBER
leadership, what are some specific e
things yOU can do to move to the next effectively with others in a group setting.
leadership level? HiGHLY CAPABLE INDIVIDUAL

Makes productive contributions through talent,
knowledge, skills, and good work habits.

Lever 5 HIERARCHY



3. Level 5 Leaders have ambition first and foremost for the company (church) and concern for
its success r at ficlkees and gersamal rermwn. Theget t see thev n
churcheven more successful in the next generation, comfortable with the idea that most
peopl e wondt even know that the root6). of t ha
This is a principle thatesounds in the research results discuss&dilhto Last,so | will not
expand on thipoint at this time (see page 16f for those notes).

Q: Are you currently more passionate about your own success or the success of your church?

4. They describe Level 5 Leaders as those who u
they mean, AnLevel 5 Il eaders | ook out the win
themselves when things go well (and if they cannot find a specific person otegerd
credit to they credit good luck). At the same time, they look in the mirror to apportion
responsibility, never blaming bad | uck when

Q: Think back to the |l ast major sudakefers your
that success?

Q: In a like manner, reflect on the last big flop that happened at your church. Who took the fall
for that?

Q: As you think abouboththe imageryand impacbf thefiwindow and Mirrob analogy and
your answer to the last two quests, what does that tell you about your leadership level?

5. My hypothesis is that there are two categories of people: those who do not have the seed of
Level 5 and those who do. The first category consists of people who could never in a million
years bringhemselves to subjugate their egoistic needs to the greater ambition of building
something larger and more lasting than themselves. For these people, work will always be
first and foremost about what they §dtame, fortune, adulation, power, whatevarot what
they build, create, and contribute.

The second category of people consists of those who have the potential to evolve to Level 5;
the capability resides within them, perhaps buried or ignored, but there nonetheless. And
under the right circumstanceshey begin to develop.

Some of the leaders in our study had significant life experiences that might have sparked or
furthered their maturation...A strong religious belief or conversion might also nurture
development of Level 5 traits (pgs-3@).

Q:Asyaw t hink about t he judtdescribedaompage@ndicontsastthéir p e o p |
gualities with those of a setientered lost person and a saved person striving to care for others
more than themselves.

A

Q: Do you think it is possible forapastort act | i ke Col l inds fist cat



6. The book provides t

Professional Will

Creates superb results, a clear catalyst in
the transition from good to great.

Demonstrates an unwavering resolve to do
whatever must be done to produce the best
long-term results, no matter how difficult.

Sets the standard of building an enduring
great company; will settle for nothing less.

Looks in the mirror, not out the windo
to portion responsibility for poor results,
never blaming other people, external
factors, or bad luck.

he folll

owi ng
Personal Humility

Demonstrates a compelling modesty,
shunning public adulation; never boastful.

Acts with quiet, calm determination; relies
principally on inspired standards, not
inspiring charisma, to motivate.

Channels ambition into the company, not
the self; sets up successors for even greater
success in the next generation.

Looks out the window, not the mirror, to
apportion credit for the saess of the
company to other people, external
factors, and good luck.

Q: Which of the above qualities do you see in yourself?

Q: Which of the qualities do you need to further develop?

description

Q: Do you have a specific plan in place for persaleakelopment? If so, what is it? If not, why
not?
WhoéThen

Chapter 3: First Wh at

1. When we began the research project, we expected to find that the first step in taking a
company from good to great would be to set a new direction, a new vision and Soategy
the company, and then to get people committed and aligned behind that new direction. We
found something quite the opposite.

The executives who ignited the transformations from good to great did not first figure out
where to drive the bus and then gebple to take it ther No, they first got the right people
on the bus (and the wrong people off the bus) and then figured out where to drive it

Thegoodiogr eat | eaders understood three simple t
rather than Awhat, 0 you can more easily adap
right people on the bus, the problem of how to motivate and manage pegelg tpes
awayéThird, if you have the wrong peopl e, it
direction; you still wondt have a great comp
irrelevant.(pg. 4142).



LEVEL 5 + A “GENIUS WITH A

MANAGEMENT TEAM THOUSAND HELPERS” : .
Cood-to-Great Companies) (Comparison Companies) They pTOVIde the g_raphm:n the
left to picture the difference
LEVEL 5 LEADER LEVEL 4 LEADER between th two approaches just
described.
* * Q: What do you see as the
FirRsT WHO FIRST WHAT strengths of their A
et the right people on the bus. Set a vision for where to drive What o statement ?
Suild a superior executive team. the bus. Develop a road map
for driving the bus. .
Q: What would you question about
* * this approach?
THEN WHAT THEN WHO Q: Which of the two approaches
incle yox;' have the ngg peoplﬁ Eﬁli?t a crew of hli(gth capable best describes your |eadeq$hi
n ” t t pat 4 4 :
2 grae(;?négsre out the best pa ha(:);feenr.s to make the yision hlstory and Whyr)
2. To be clear the main point of this chapter is not just about assembling the righttteama t 6 s
nothing new. The main point is fiwst get the right people on the bus (and the wrong people
off the bus)eforeyou figure out where to drevit. The second key point is the degree of
sheer rigor needed in pdeplecisions in order to take a company from good to great (pg. 44).
The goodto-greatcompanies probably sound like tough placestowakn d t hey ar e. I f vy
have whatittakeg; ou probably wondt | ast | ongerigoBust t heyor
cultures. And the distinction is critical.
To let people languish in uncertainty for months or years, stealing precious time in their lives that
they could useto movedno s omet hing el se, when in thée end th
thatwould be ruthless. To deal with it right up front and let people get on with theid lived is
rigorous(pgs. 5253).
Webve extracted t hr e eregearchfot beicgaigorousirather thanlruthless.s f r or

T Practical Di sci pl i ne d kegkplookivig. @hoseiwimo buildgrelatt , donodt

companies understand that the ultimate throttle to growth is not markets, or technology, or
competition, or productst is one thing above all others: the ability to get and keep enough of the

right people.

T Practical Discipline #2: When you know you
minute you allow a person to continue holding a seat when you know that pdistwt make it
in the end, youdre stealing apportion of hi

where he could flourishélnstead of firing hone

is important to try to move them once or e\e/0 or three times to other positions where they
might blossom.

9 Practical Discipline #3Put your best people on your biggest opportunities, not your biggest
problems (pgs. 5588).

Q: Describe a time when you ignored each of the Practical Discipheesioned above. What
was the result?



3. The ol d adage fAPeople are your most important asc
asset. Theight people are (pg 64).

Q:When was the | ast time that youusapca¥ered vy
Q: Describe a time when you had the wrong person in a position of leadership. What happened?

Chapter 4: Confront the Brutal Facts (Yet Never Lose Faith)

1. The goodto-great companies displayed two distinctive forms of disciplined thought. Th
first, and the topic of this chapter, is that they infused the entire process with the brutal facts
of reality (The second, which we will discuss in the next chapter, is that they developed a
simple, yet deeply insightful, frame of reference for all sieas.)

For those with a strong, charismatic personality, it is worthwhile to consider the idea that
charisma can be as much a liability as an asset. Your strength of personality can sow the
seeds of problems, when people filter the brutal facts from you. Yoovesicome that

liability, but requires conscious attention.

Leadership involves creating a climate where the truth is heard and the brutal facts
confronted. Therebds a huge difference bet wee
opportunity to be hed. The gooeo-great leaders understood this distinction, creating a

culture wherein people had a tremendous opportunity to be heard and, ultimately, for the

truth to be heard (pg69-74).

Q:Have you ever worked with @arounethetne Howdithtbat on | y
make you feel as a team member? How effective was that person as a leader?

Q: How can a charismatic or domineering personality negatively impact a leader?

2. They offer four suggestions t o whehnedghequthesst i on,
heard?
1 Lead with questions, not answeértghat does not mean coming up with the answers and
then motivating everyone to follow your messianic vision. It means having the humility
to grasp the fact that you do not yet understand enaulgavie the answers and then to
ask the questions that will lead to the best possible insights.
1 Engage in dialogue and debate, not coeftitmat does not mean using discussion as a
sham to | et people Ahave theirmmayo so t ha
decision. The process was more like a heateatsittedebate, with people engagina
search for the best answers.
1 Conduct autopsies, without blath®f you have the right people on the bus, you should
almost never need to assign blame, but youl ey to search for understanding and

learning.
T Build fAr ed fadiaaneraoheformaioniovenoadreat companies find
ways to create fired flago mechani sms. Al I



find ways to highlight criticalnformation that cannot and should not be ignored (pgs 74
80)

Q: Have you ever served on a leadership team that practiced these disciplines? How did they
work?

Q: How effective are you in using these four disciplines as you lead?

3. Inasectionentitted Unwavering Faith Amid the Brut al F e
il lustration of the eight year i mprisonment
during the Vietnam War . I n an interview witHh
didndét mak&Stiockodalt eds answer came quickl vy, f

After describing the actions and thoughts of
lesson. You must never confuse faith that you will prevail in thé emigich you can never

afford to losé® with the discipline to confront the most brutal facts of your current reality,
whatever they might be. o

With that illustration in mind, they challenge business leaders to adopt what they call The
Stockdale Paradox: Retain faith that you wivail in the end, regardless of the difficulties.

AND at the same time, confront the most brutal facts of your current reality, whatever they
might be.

Q: Which is easier for you: to retain faith that you will prevail or to confront the brutal facts?

Q: Describe how an appropriate balance of the two can make a huge difference in the life of a
leader?

Chapter 5: The Hedgehog Concept (Simplicity within the Three Circles)

1. There is an ancient Greek parable about a fox and a hedgehog. Most of uslemewim
foxes: energetic, cunning, creatiadle to devise a myriad of complex strategies for sneak
attacks on their prey. By contrdetv of us know much about a hedgehododiks like a
miniaturized cross between a porcupine and an armaldifitead of scurrying around like
the fox, the hedgehog patiently waddles along searching for lunch and taking care of his
house. In the Greek parable the fox is constantly stalking the hedgehog usingradnew
different strategy each time with the sameultsd thehedgehog senses his apprqaohis
into a ball with his sharp spikg@ointing out and he fox quickly retreats planning and
plotting how and what he is going to do next time.

Using the parable as an analogy, they describe leaderpw$ize may ends at the same

time and see the world in all its complexityich likefoxeslive their live Foxesbecome

analogous téeaderswh@ar e fiscattered and diffused, movi
integrating their thinking into one overall concept or unifyigjon. Hedgehogs, on the

other handdescribdeaders who are able to simplityeir complex world into a single

organi zing idea, a basic principle or concep



matter how complex the world, a hedgetheaderreduces all challenges and dilemmas to
simple hedgehog idedsgs 9091).

Q: Would people who know you well describe you more as a fox or hedg@og?

2. The essential strategic difference
between the gootb-great and
comparison companies lay in two
fundamental distinctions. First, the
goodto-great companies founded their
strategies on deep understanding along
three key dimensi@d what we came
to call the three circles. Second, the
goodto-great companies translated
that understanding into a simple,
crystalline concept that guided all their
effortsd hence the terrhledgehog
Concept.They developed the graphic
on the rightto picture these concepts:

1 What can you do better than
anyone else in the world?

1 What drives your economic
SPO%:?a%:f{)here are you most THREE CIRCLES OF THE HEDGEHOG CONCEPT

1 What can you do that ignites your
passion?

WHAT YOU ARE DEEPLY
PASSIONATE ABOUT

WHAT YOU CAN
BE THE BEST IN
THE WORLD AT

WHAT DRIVES
YOUR
ECONOMIC
ENGINE

Q: As you look at your church and the unique giftedness God has given you, your leadership,
and your members, what can you do dAworld cl as

Q: Obviously the second question has to be different ébiuech (or any noprofit
organization). | would suggest changing the question to: What are you doing that God is
blessing?

Q: What are the things that ignite your passion and have energized your people?

3. A Hedgehog Concept is not a goal to be the laesttategy to be the best, an intention to be
the best, a plan to be the best. It isiaderstandingf what you can be the best at. The
distinction is absolutely crucial.

To go from good to great requires transcending the curse of competence. It tbguires

di scipline to say, MJjuwstt becawse we daree mpadkd d
generatinggrowihd o es n6t necessarily mean weto-can bec:¢
great companies understood that doing what you are good at will only mageagau

focusing solely on what you can potentially do better than any other organization is the only

path to greatness (pgs.-280).



Q: With this clarification in mind, let me ask again, As you look at your church and the unique
giftedness God has givewny, your leadership, and your members, wwhgbur Hedgehog
Concep?

4. As you | ook at your Hedgehog Concept, r ememb
circle relates to identifying ere God ideading you and where Hel¢essingyou. Start by
answeing that question for your own life. Then visit with key leaders in your church asking
them that same question. | would also sstjgientifying members whose & are
obviously being touched by God and astki ng th
| would suggest you prayerfully analyze the insights you gialdiscusghem wth your
churchleadershigo broaden your understandingofhgwo u can answer the qu
are we doing that God is blessing?

5. The goodto-great companiesdidnstay , A Ok ay, gfeol pbassli ®nate abc
doing. oheylwent the other way entirely. They stattg should only do those things that
we can get passionate about.

Q: With this clarification in mind, let me ask agaivhatare the things thagnite your passion
and have energized your people?

6. They suggedhat an organization form " Ask QUESTIONS,
a Council consisting of a group of the GuIDED. BXTHETRER CiRcres
right people who patrticipate in dialogue 74 \
and debate guided by the three circles, /
and doing irepeatedly oer time. They _ \
use thegraphicon the rightto picture o A THE ~ DIALOGUE AND Desare
the process as well as the following list ™ Trree Crices COUNCIL e Thigee Circas
of Characteristics of the Council: (For a N /
small church fAThe Coun\ilc‘) Would%be

the ¢ Ibasic Iealdeirsbip taa) EXECUTIVE DECISIONS
GUIDED BY THE THREE CII;CLES

Characteristics of the Councll
1. The Councilexists as a device to gain GEITING THE HEDGEHOG CONCEPT
understanding about important issues AN ITERATIVE PROCESS
facing the organization.
2. The Council is assembled and used by the leading executive (senior pastor) and usually
consists of five to twelve people.
3. Each Council member has the ability to argnd debate in search of understanding, not
from the egoistic need to win a point or protect a parochial interest.
4. Each Council member retains the respect of every other council member, without exception.
5. Council members come from a rangeefspectivedhut each member has deep knowledge
about some aspect of the organization (church) and /or the environment (community context)
in which it operates.



Q:

The Council includes key members of the management team (church leadership) but is not
limited to membersfahe management team, nor is every executive (church staff)
automatically a member.

The Council is a standing body, not an ad hoc committee assembled for a specific project.
The Council meets periodically, as much as once a week or as infrequentlyg g&onc

guarter (pgs. 11415).

How would the process just described, benefit your church?

Chapter 6: A Culture of Discipline

1.

The chapter opens with the reality that as any organization grows its structure (bureaucracy)
expands. One of the criticalitiys to avoid in this maturation process is for the structure to
takeonhe Anor mal b ur e dhe purpasé hecomes slidvejopiry palidies ane
procedures that compensate for incompetence and lack of discipline. Most organizations
build their rdes to manage the small percentage of wrong people on the bus, which in turn
drives away the rightind of people, which then increases the percentage of wrong people on
the bus, which increases the need for

more bureaucracy and the cycle is The Good-to-Great Matrix of Creative Discipline
repeatesdédghestri on 1 s AAvoOI
bureaucracy and hierarchy and High

instead create a culture of discipline.
When you put these two
complementary forces togetidea
culture of disciplire with an ethic of
entrepreneurshép you get a magical
alchemy of superior performance and
sustained result§'hey then provide
the following graphic to picture the
interplay between the two: discipline
and entrepreneurshpgs 121122).

Q: As you reflect on the structure

Hierarchical

Organization

Great
Organization

Bureaucratic

Organization

Start-up
Organization

Low

Ethic of
Entrepreneurship

High

Culture of

Discipline

Low

(organization, policies, procedures, etc.) in which of the four qusdwasuld you place yourself

and why?

Q: As you think about the concepts just described, how important does it become to have the

right people in the righplaces?

2. Build a culture full of people who take disciplined action within the three cir€les (
Hedgehog Conceptescribed in Chapter FiyeMore precisely, this means the following:
9 Build a culture around the idea of freedom and responsibilities, within a framework.
1 Fill that culture with sekldisciplined people who are willing to go to extrelaegths to

fulfill their responsibilities.
T Dondét confuse a

cul

10

ture

di scipline wi

t h



1 Adhere with great consistency to the Hedgehog Concept, exercising an almost religious
focus on the intersection of the three circles. Egquall mpor t ant, create a
and systematically unplug anything extraneous (pgs.1223.

Q: As you look at your church leadership, who would you describe as-disslflined person?
What percentage of your leaders would you describe adiseiplines?

Q: What part does setfiscipline play in Christian maturity? If it significant, what does that tell
you about the spiritual maturity of your leadership team?

Q: With your current leadership team, how easy would it be to build a culttreedbm and
responsibility in your church?

3. The goodto-great companies built a consistent system with clear constraints, but they also
gave people freedom and responsibility within the framework of that system. They hired self

di sciplined people who didno6t wgseemdotth® be man
peopleéln a sense much of this book is about
with disciplined peopleéThroughout our resea

words likedisciplined, rigorous, dogged, determined, difigeprecise, fastidious, systematic,
methodical, workmanlike, demanding, consistent, focused, accountable, and responsible
(pgs. 125127).

Q: Do your churchleaderdit the descriptiorabove or ddhey reacmore like theguys in the
Zits comic strip belo?

Zits

READX? ' LETENOTLET | |R O Nat ads] [ orer W MSTVELETS
GOOD GET !N . J ) " &\ : { > 4% No—r L’E‘T LAME

4. A great company is much more likely to die of indigestion from too much opportuaity th
starvation from too little. The challenge becomes not opportunity creation, but opportunity

selection. 't takes disci pl itieselhetfagtthatay A No, t
somet hi ngin-&lsi fae thionmec eopportunityo is irreleva
circlesélf you have a Ato do I|ist, o0 & you a
but undisciplined lives. We have everexpanng fAt o do | i sts, o0 trying

doing, doing, doing and doing more. And it rarely works. Those who built the goed

11



grea mpani es, however, make as much wuse o
i st he

t co
s. 0T y di s p bliaeytceudplug all soetsoé axtkamebus jenk.d i s c i
In a goodto-great transformation, budgeting is a discipline to decide which asboad be
fully funded and which should not be funded atlalbther words, the budget process is not
about figuring out hev much each activity gets, but about determining which activities best
support the Hedgehog Concept and should be fully strengthened and which should be
eliminated entirely (pgs. 13640).

Q: Do you have a fistop doing it [|ist?0o0

Q: Whenwas the lasttimgou saidinod0 t o an o p p o r thaicnterih yoQ usélfiioat wer
make that decision?

Q: Would your church budget look differentifyeut opped funding progr ams
Hedgehog Concepi®hy or why not?

Chapter 7: Technology Accelerators

1. Technology plays a significantly different role in church life than it does in the
manufacturing and retail world; however, we can learn from the basic insights they
di scovered: AWhen used ri ghtmomenummotal ogy bec
creatorofité We came to see the pioneering applicat
in which the gooeo-great companies remained disciplined within the frame of their
Hedgehog Concept. Conceally, their relationship to témology is no different from the
relationship to any other category of decisions: disciplined people, who engage in disciplined
thought, and who then take disciplined acijpgs. 152153).

Q: What was the | ast @ ne wyotrehmurdhaotivitesy yWbatweceu i nc
the criteria you used to make the decision to use it? How well has it worked for you?

2. Mediocrity results first and foremost form management failure, not technological
failureélndeed, t houghtlibbdity,notaneasset.arescwie on t ec h
used righd when linked to a simple, clear, and coherent concept rooted in deep
understanding technology is an essential driver in accelerating forward momentum. But
when used wrondy when grasped as an easy solution, without deep understanding of how it
links to a clear and coherent conéeptchnology simply accelerates your own self created
demise (pgs. 15659).

Q: Although using technology just to have the latest and greatest is NO,Twhiaetechnology
could your church be wusing that i1tds not?

Chaper 8: The Flywheel and the Doom Loop

1. Picture a huge, heavy flywhéeh massive metal disk mounted horizontally on an axle,
about 30 feet in diameter, 2 feet thick, and weighing about pd@@ds.Now imagine that

12



your task is to get the flywheel rotating the axle as fast and long as possiieshing with
great effort, you get the flywheel to inch forward, moving almost imperceptibly at first. You
keep pushing and, after two or three hours of persistent effort, you get the flywheel to
complete one ent turn.

You keep pushing, and the flywheel begins to move a bit faster, and with continated gre

effort, you move it around a second ratatiYou keep pushing ia consistent direction.

Three turnséfouréfiveésixeéthe fl yewnhekedp bui |l ds
pushingénineétenéitebewmi Itdve |l memenrotvi mge lf ast er
turnétwentyeéethirtyéfiftyéa hundred.

Then, at some poiétbreakthrough! The momentum of the thing kicks in, hurling the

fl ywheel forward, ttuowmheavyweighbeginsworkimgfoviioa.o s h'! :
Youdre pushing no harder than during the fir
faster. Now suppose someone came along and a
this thing toouwlodmsdbt flaest Ol € otuo wanswer; iitds

was all of them added together in an overall accumulation of effort.

That 6s what h a pigneatoa of companids fran good t® great. Noterahow

dramatic the end result, the gbtw-great transformations never happened in one fell
swoopéThere was no miracle moment éRat her, it
out what needed to be done to create the best future results and then simply taking those

steps, one after thelwr, like theturn by turn @ the flywheel. After pushing on that flywheel

in a consistent direction over an extended p
breakthraigh. ..No matter how short omrlg it took, every goodo-great transformation

followed the same basic pattdraccumulating momentum, turn by turn of the flywldeel

until buildup transformed into breakthrough (pgs.-162).

Q: Does the flywheel concept give you encourageraedthopeor make you tired thinking
abouthaving to push andush and push and puskivhy?

Q: If you like to experience quick and easy results, what does the Flywheel Concept tell you?

2. By contrast to the above stated Flywheel Effect, the comparison companies frequently
launched new prograr@soften with greatfanfae and hoopl a ai med at dr
troop® only to see the programs fail to produce sustained results. They sought the single
defining action, the grand program, the one killer innovation, the miracle moment that would
allow them to skip the arduousildup stage and jump right to breakthrough. They would
push the flywheel in one direction, then stop, change course, and throw it in a new
directiord and then they would stop, change course, and throw it into yet another direction.
After years of lurching &ck and forth, the comparison companies failed to build sustained
momentum and fell instead into what we came to call the doom loop (pg. 178).

They developed the following two graphics to show the difference between the Flywheel
Effect and the Doom Loop:
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% 2\ PROGRAM, LEADER,
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R
ENERGIZED BY RESULTS OR ACQUISITION

THE FLYWHEEL EFFECT THE Doom Loor

Q: As you look at the graphics above with the explanation provided, which better describes your
churchés approach?

Chapter 9: From Good to Great to Built to Last

This chapter assumes that you have @it to Lastsince it was the first book published. Since
| have transposed my discussion of the two books, you will find the summary of this chapter at
the end of my discussion Built to Lastwhich you can find starting on page 24.

Built to Last

The purpge ofCo | Ifiinrssét r esear ch pr timelesaanagement t o Adi s C
principles that have consi st en i).yrhedbookBtit ngui s h
to Lastreported thdindings.As mentioned earlier | dealt with his second book fhiested on
Col |l i ns 6 dBuilhto hastiemore thb sequel to than the prequebobd to Great.

Chapter 1: The Best of the Best

1. The heart of the chapter is the debunking of twéheefollowingcommon myths.
Myth 1:1t takes a great idea to stargreat company.
Reality: Like the parable of the tortoise and the hare, visionary companies often get off to a
slow start, but win the long race.

Myth 2:Visionary companies require great and charismatic visionary leaders.
Reality: A visionary leaders absolutelynot requireé and i n fact, can be de¢
C 0 mp a n y-térs prospentsy

Myth 3: The most successful companies exist first and foremost to maximize profits.
Reality: Visionary companies pursue a cluster of objectives, of which makorgy is only
on& and not necessarily the primary one.

14



Myth4:Vi si onary companies share a common subser
Reality:The cruci al variable is not the content
believests ideology &how consistently it lives, breathes, and expresses it in all that it does.

Myth 5: The only constant is change.
Reality: A visionary company almost religiously preserves its core idedladanging it
seldom, if ever.

Myth 6: Blue-chip companies play it safe.
Realty:They are not afraid to make bold commitm

Myth 7:Visionary companies are great places to work, for everyone.
RealityOnl y t hose who Afit o e xdyanddemangingwtandards wi t h
will find it a great place to work.

Myth 8:Highly successful companies make their best moves by brilliant and complex

strategic planning.

Reality: What looksin retrospectike brilliant foresight and preplanning was often thsult

of ALetds just try a |l ot of stuff and keep w

Myth 9: Companies should hire outside CEOs to stimulate fundamental change.
Reality: Home grown leadership rules at the visionary companies to a far greater degree (by
a factor of six).

Myth 10: The most successfubmpanies focus primarilgn beating the competition.
Reality:They relentless ask the question, AHow c¢
tomorrow than we did today?o

have our cake and eat it too.
he tyranny of the ORXMtheand embr
i ew that AADBG™ wast tthheem staomep utrisnuee.

Myth11:You canot
Reality:Theyav oi d At
paradoxical v

Myth12.Compani es become visionary primarily thr
Reality: Vision statements are only one of thousands of sfpgs. 710)

Q: Which of these myths have you believed to be true in church life?

Q: How will you process the realities stated and implement changes in how you approach church
life as a result?

Q:Myt h 96s reality indicates that the process c
not be the best practice. What are the advant

Q: What does the reality statement for Myth 10 tell us alomking as sister churches as
Acompetition?o
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2. Some hought provoking quotefsom the chapter are

T The crucial question is not AWhatdés common

critical i S s ues diferentabolit Wdsecoropanies?ss ent i al | vy
distinguishe®ne set of companies from anotheY¥e.wanted to compare gold medal
teams to silver and bronze medal teams whenever possible to give real meaning to our
findings(pg. 15).

1 Throughout our research we kept looking for underlying, timefeadamental
principlesand patterns that might apply across eras (pg. 17).

Q: When you visit withministry leadersvho are experiencing succeds youfind yourself
sayi ng fwe dbyoudskfvhatdd yoo thinky o u doingthat is allowing God to
blessyour churcl? 0

Chapter 2: Clock Building, Not Time Telling

1. The chapter opens with an iIIusttme\jation t o de
identified (No punintendedlr eal | y! ) Al magine youcomé&t a r em:
|l ook at the sun or stars at any time of day
April 23, 1401, 2:36 a.m., and 12 seconds.
webd probably revere thaBupewsaohdhoét thatape
more amazing if, instead of telling the time, he orlshié a clockthat could tell the time
forever, even after he or she was dead and g
Having a great idea or being a;buldiagrai smati c v
company that can prosper far beyond the presence of any single leader and through multiple
product | clockebuildingc gs 82-23).s 6
Early in our project, we had to reject the 6

corporate success and consider a new view. We had to put on a different lens and look at the
world backward. We had &hift from seeing the company as a vehicle for the products to
seeing the products as a vehicle for the compdéferhad to embrace the cral difference

between time telling and clock building (&8).

We suggest that threontinual stream of great products and services from highly visionary
companies stems from them being outstanding organizations, not the other way Kemmd.

in mind that all products, services, and great ideas, no matter how visionary, eventually
become obsolet&ut a visionary company does not necessarily become obsolete, not if it has
the organizational ability to continually change and evolw®be existing product life

cycles.

Similarly, all leaders, neatter how charismatic or visionary, eventually die. But a visionary
company does not necessadig, not ifit has the organizational strength to transcend any
individual leader and remainstonary and vibrant decade after decade and through multiple
generations (pdgl).
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Q: As you look at how Jesus led, would you describe Him as a time teller or a watch builder and
why?

Q:Since the Aproduct 0 daamataredesciptehJesuscChristhew er ¢ han

important is it for us to be a watch builder like J&sus

2. A highprofile, charismatic style is absolutely not required to successfully shape a visionary
company(pg. 32).This concepts dealt with in greater detailt Good to Greatvherethey
defineand describe bevel 5 Leader. That discussion can be found on page 2.

3. Webre asking you to consider a shift in th
United States in the 1700s. Prior to the dramatic revolutions in pothicaght of the
seventeenth and eighteenth centuries, the prosperity of a European kingdom or country
depended in | arge part on the quality of t
good kingdom. If the king was a great and wise leader, thenrtgddm might prosper as a
result.

Now compare the goeking frame of refeence with the approach takertta founding of

the United States. The critical question at the Constitutional Convention in 1787 was not
AWho shoul d be pr e ad?iVbhoisttHe wi¥ébt amosdgawho Wwalld thee a d
the best king?06 No, the founders of the co
processt an we create that will give us good pr
type of enduring country do we want to build? On what principles? How should it operate?
What guidelines and mechanisms should we construct that will give us the kiodnbfy

we envision?o

Thomas Jefferson, James Madison, and John Adams were not charismatic visionary leaders
in the #Ait al | .Nbe¢hpyeverd @garzationalesisionanesdTéey created a
constitution to which they and all future leadersulddbe subservient. They focused on

building a country. They rejected the gekidg model. They took an architectural approach.
They were clock builders! (pgs. 412)

Q: As you reflect on your leadership style, do you function more like a European King or a U.S.
President?

4. 1l n the case of the United State, itbés not
a clock based on huma n builtdnehanas needs ahd as@rations. s .

|l t 6s a cspirc.ck with a

Andthatbringus t o the second pillar of our findi
cl oc k i tafarticidantype df clotlglthough the shapes, sizes, mechanisms, styles,
ages, and other attributes of the ticking clocks vary across visionary companies, we found

that they share an underlying set of fundamental characteristics. In the chapters that follow,
we describe these characteristics. For now the important thing tarkeepd is that once

you make the shift from time telling to cl
visionary compangan be learnedpg. 42).
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Q: How does it make you feel that once youdve
thatmost of what you will need to know to build a visionary company can be learned?

Chapter 3: More than Profits

1. Under the heading @ore Ideology: Exploding the Profit MytB,o | | i ns notes, ALI
fundamental ideals of a great nation, church, school, or any other enduring institution, core
ideology in a visionary company is a set of basic precepts that plant a fixed stake in the
ground. OThis is whbawd Boe; this is what we
guiding principles embodied in the Ameri can
truthstobesele vi dent € 6) a nsdvereyeals taterdn the iGettiisbuyg Address
(6aénat i on, ibectyand dedicateddo the propbsition that all men are created
equal 6), core ideology is so fundamental to

A detailedanalysis showed that the visionary companies have generally been more
ideologicallydriven and less purely profitriven than the comparison companies in

seventeen oudf eighteen pairs. This is one of the clearest differences we found between the
visionary and the comparison companies (pg55h¢

Q: Whatare some of the core ideologiefyour church?2Ve are not talking about theological
doctrines, but core practices and the various ways we live out our faith.

Q: How well has your church clung to its historic roots?

2. We did not find any specific ideological content essential to being a visionary company. Our
research indicates that thathenticityof the ideology and the extent to which a company
attains consistent alignment with the ideology counts more thamotientof the ideology

(pg. 67).

Vi sionary companies dondét mer el
ideol ogy pervasive throughout t
describe in subsequent chapters:
1 The visionay companies more thoroulgtindoctrinate employees into theiore
ideology.
1 The visionary companies more carefully nurture and select senior leadership based on fit
with their core ideology
1 The visionary companies attain more consistent alignment wiithcitve ideology (pg.
71).

y decl are an
he organizat:.

Q: How clearly aligned is the leadership of your chuockiour core ideolody

Q: How clear are you in communicating your core ideologies to church members and prospective
members?
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Chapter 4: Preserve the Core/StimulB®gress

1. A visionary company carefully preserves and protects its core ideology, yet all the specific
manifestation®f its core ideology must be open for change and evolutiar8g

The central concept of this bookdsP r e she aore and stimulafgogresé t hat 6 s t he

essence of a visionary company. This is a brief chapi¢imntroduces this fundamental
concept and presesdn organizing framework that provides a backdrop for the dozens of
detailed stories and specific examples that fill the reamgisix chapters (p&2)

Q: Hereinlaysone of the greatest paradoxical challenges we face: How do we maintain Biblical
integrity while at the same time we achieve cultural relevancy?

Q: Their research indicates that visionary companies find a weethe two in balae. How
well does your church balance the concepts.

2. Like core ideology, the drive for progress isiaternalforce.The dri ve for prog
S ti

wait for the external world to saWolkétd
the drive inside a great artist or prolific inventor, it is sintplgre pushing outward and
onward (pg84)

Q: Some have said that the more Biblically conservative a church is the more creative they will
be in finding ways to minister to angangelize their communityVhy do you think that
statement might be true or false?

3. If you are involved in building and leading an organization, the single most important point
to takeaway from this book is the critical importance of creating tangible mechanisms
aligned topreserve the core and stimulate progrédss is the essence dbck building.

In the chapters that follow, we will describe the specific methods of preserving the core and
stimulating progress that distinguished the visionary companies from the comparison
companies, capped by a concluding chapter on alignment. @lhéytd five categories:

il
il
il
il

T

Big Hairy Audacious goals (GHAGS)
Cult-like Cultures

Try a lot of Stuff and Keep What Works
Homegrown Leadership

Good Enough Never [pgs. 8990).

Q: Think in terms of your Hedgehog Concept as your core. As you look backhrastibwey of
your church, how consistent has it maintained the current Hedgehog Concept?

Chapter 5: Big Hairy Audacious Goals

1. Highly visionary companies often use bold misséms what we prefer to call BHAGs

(pronouncedbeehags s hort f or @A Bi g o bHsaiparticuladyypaowertuli o u s

mechanism to stimulate progress.
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Think of the moon mission in the 1960s. Pres
our space program. o0 But wh ddtcomméitselfaoi d was, AT
achieving the goal, before this decade is out, of landmgraon the moon and returning him
safely to earth. o

A BHAG engages peopdeit reaches out and grabs them in the gut. It is tangible, energizing,
highly focused. People fAiget 1to right away;
compelling, and more likely to stimulate progress (pg993

Q: Hawe you ever set a BHAG? What was it and were you able to achieve it?

2. Here are some of the basic dos and dondts of
We should emphasize here tadBHAG only helps an organization as long as it has not yet
been achieve(pg. 97).

Q: Whatnegative impacts can happen when a church reaches a long aspired BHAG?

A goal cannot be classified as a BHAG without a high level of commitment to tH{egoal
100).

Q: What can happen if a church uses too many BHAGs in a short period of time?
To setBHAGS requires a certain level of unreasonable confieleficie BHAGs looked more
audaoous tooutsiders han to insiders. The visionary cor
taunting the gods. 't si mpl ytdowhat tiey setodtour r ed
do (104105).

Q: How would you compare what they call a BHAG with what a church might call a vision from
God or a Divine calling?

Q: Does your church have a BHAG to which it is committed and that will provide momentum
|l ong af goee? youor e

Q: Even moremportant, does it have the ability to continually set bold new goals for itself long
into the future?

Chapter Six: Cuitike Cultures

1. Visionary, we learned, does not mean soft and undisciplined. Quite the contrary. Because the
vi sionary companies have such clarity about

theydre trying to achieve, they tend to not
to their demandi ng st anauaderdeelénjsé@béeocapdoedf-who do
place, and eventuallylealee ] ect ed | i ke Yao veitheuisoy olngdbts bi nar
and there sams to be no middlerg u n d . | t Olke.al most <cult
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An analysis of the visionary versus comparison companies revealed the following:
1 In eleven out of eighteen pairs, the evidence shatmsger indoctrinationnto a core

ideology.
1 In thirteen out of eighteen pairs, the evidence stgreater tightness of fit people tend
to either fit well ééor not fit at all/l

1 In thirteen out of eightegpairs, the evidence showseater elitism(a sense of belonging
to somethingpecial and superior (pgs. 1223).

Q: What are some of the things you do to help your members feel like God is doing something
special at your church?

2. Unlike many religious s#s or social movements which often revolve around a charismatic
cult | eader (fAa cult of per s o-lkadraundyhéi) , Vvi si o
ideologiespg. 135)

Q: Do your church members get more excited about you or about the cdogjieeof your
church?

Q: If their research is valid for the church, what does that say about the potential for the future of
your church?

3. They indoctrinate people, impose tightness of fit, and create a sense of belonging to
something special through such practical, concrete items as:
1 Orientation and ongoing training programs that have ideological as well as practical
content
T I'nternabi iuesvweand training centers
1 Onthejob socialization by peers and immediate supervisors.
1 Rigorous upthroughtheranks policied hiring young, promoting from within, and
shaping the =wenmpl oyeeds mind
Exposure to pervasive noprpdiatelexegparsof fher oi c
Unigue language and terminology that reinforce a framefeferce and the sense of
belonging to a special, elite group
1 Corporate songs, cheers, affirmations, or pledges that reinforce psychological
commitment
Tight screening processeeither during hiring or within the first few years.
Incentive and advancement criteria explicitly linked to fit with the corporate ideology
Awards, contests, and public recognition that reward those who display great effort
consistent with the ideology.
1T Tolerance for honest mistakes that do not
penalties or termination for breaching the ideology
Buy-in mechanisms (financial, time investment)
Celebrations that reinforce successes, belonging, and specialness
0 P | a moffice lyout that reinforces norms and ideals
Constant verbal and written emphasis on corporate values, heritage, and the sense of
being part of something special (pg. 136).

= =4 = = =

= =4 =4 -9
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Q: What are some of the things your church does to help people understdouy amad your
core ideology?

Q: Which of the ideas above could be adapted and utilized in a churchd&eftiags or another
churchos.

Chapter Seven: Try a Lot of Stuff and Keep What Works

Because his newest bodBreat by Choicegeals with this topicn much greater depth and since
it uses far more appropriate and more powerful illustrations for our context, | will simply refer
youto that section entitled Fire Bullets, then Cannonballs which starts orBBage

Chapter Eight: Home Grown Managemethirfk Leadership)

This section challenges what happens in the vast majority of churches at the very heart and core
of who we have become. This is at two specific points:

1. Visionary companies develop, promote, and carefully select mangégaagrshipfalent
grown from inside the company to a greater degree than the comparison companies. They do
this as a key st e phevisionapyrcanpamieswere gx timds more c or e é
likely to promote insiders to chief executive than the comparison coaspant another
way, acrosseventeen hundred yearscombined history in the visionary companies, we
found onlyfour individual cases of an outsider coming directly into the role of chief
executive. In short, it is not the quality of leadership that rseysarates the visionary
companies from the comparison companies. It istimtinuityof quality leadership that
matter® continuity that preserves the core (pg. 173).

Q: As you |l ook at your churchoés hi sheeocajed how
who were already members of the church?

Q: If the practice of developing leadership from within the organization makes that much
difference, what are some of the things you can do to improve the leadership development
process in your church?

2. Interestingly, nearly all of the key early architects in the visionary companies remained in
office for long periods of time (34.2 years on average), so few of the companies faced actual
succession while still young and small. Nevertheless, many of theenplaaming for
succession long before the actual moment of succession (pg. 184).

Q: What might this be telling us about the issue of pastenairefor a churcl?

Chapter 9: Good Enough Never Is

1. The critical quest:.

0 asked by a vi onary ¢
fiHow can we do well ?

n S i
O or AHow wel | do we hayv
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competition?0d Ftbe ¢theskecabmgaeseson i s AHow
t hi

than we did today?0 They i nst & ahabitiofaninddnd z e
action. Superb execution and performance naturally come to the visionary companies not so
much as an end goal, but as the residual result of a-eadarg cycle okelf-stimulated

improvement and investment for the future. There is no ultimate finish line in a highly

vi sionary company. Th e eisnoipantwhere thel faelthey can ma d e
coast the r&t of the way, living off thertiits of treir labor.

Visionary companies, we learned, attain their extraordinary position not so much because of
superior insight or bulargely beaduse éf she simmple fagdthat of s u c
they are sderribly demanding of themselvé&&ecoming andemaining a visionary company

requires ookes of plan old-fashioned discipline, hdmwork, and a visceral revulsion to any
tendencytoward smug sel§atsfaction (pgs 185186).

Q: How often do you ask yourself, How can we do better tomorrow than wedig?

oject, what is your
e to party; How coul

Q: When you
Wo w, we made it ;
2

2. YouG@e probably getting the impression that the visionary companies are not exactly
comfortable places. And thatés precisely the
the objective in a visionary company. Indeed, visionary companies install powerful
mechanisms to create discomfbrio obliterate complacendyand thereby stimulate change
and improvemerniveforethe external world demands it (pgs. 1B8%7).

Q: How comfortable would you be in such a demanding environment?
Q: Would anyone describe your chbideadership culture as a high demand culture?

3. Visionary companies habitually invest, build, and manage for the long term to a greater
degree than the comparison compani eséWe foun

invested more heavilyinnewpp er t y, pl ant, and equi pmentéth
research and devel opment éthey invested much
extensive recruiting, employee training, and

they invest earlier and meaggressively than the comparison companies in such aspects as
technical knowhow, new technologies, new management methods, and innovative industry
practices (pgs. 19293).

Q: As you look at your church budget, what percentage is focused on todayatevdentage
is building for the future?

Chapter 10 The End of the Beginning

1. We have made this point in a number of ways in preceding chapters. But it is an important
enough poird indeed,t just might be the most important point to take away from this
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bookd that we choose to bring our findings to a close with this short capstone chapter
illustrating the central concept alignmentthat has run throughout these pages. By

Afal i gnment 06 we mean simply that adohcert he el en
within the context of the companyo6és core ide
(pg. 202).

They illustrate the point with the following quote from one of the employees at a visionary
company: fAl wused t o woaoorkoradon before oomimgeto Merslaj or  An
The basic difference | see between the two companies is rhetoric versus reality. The other
company touted values and visions and all the rest, but there was a big difference between
rhetoric and reality. At Merck, thers no difference (pg. 207).

Q: When you consider your churchoés vision and
clear are they to key leaders and active members of your church?

Q: If an alignment assessment tool were made available, would yotelested in using it with
your church? If so, contact ENBA and we will get it to you.

2. Webve done our best to discover and teach he
out standing companies that have st®amduntt he t e
of detail and evidence in this book, and we expect that few readers will remember every little
item in these pages. But as you walk away from reading this book, we hope you will take
away four key concepts to guide your thinking for the rest of gareer, and to pass on to
others. These concepts are:

1 Be aclock buildgy an archite@ not a time teller.

T Embrace the fnGenius of the AND. 0
1 Preserve the core/stimulate progress.

1 Seek consistent alignment (pg. 217).

Q: Would you be able to describe thdsar key concepts to your church leadership team?

Q: In what context would it be easiest for you to discuss and begin to implement these concepts
in your church?

Good to Greathapter 9: From Good to Great to Built to Last

As | mentioned earlier, | resved discussion of Chapter 9@ood toGreat until aftesyou were
exposed to theoncepts irBuilt to Last.

1. As Collins reviewed the research for both bodksilf to LastandGood to Gregthe stated,
Asurveying acr oss tolowingtfonraconslusiond:i es, | of fer t
1 When | consider the enduring great companies ot to Last,| now see substantial
evidence that their early leaders followed the gtmsdreat framework.
1 Inanironic twist, | now se€ood to Greahot as a seqli& Built to Last but as a
prequel. Apply the findings iood to Greato create sustained great results, as a start
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up or an established organization, and then apply the findirgsilinto Lastto go from
great results to an enduring great organization.
1 To male the shift from a company (church) with sustained great results to an enduring
great company (church) of iconic stature, apply the central concepBfudito Last.
1 A tremendous resonance exists between the two studies; the ideas from each enrich and
inform the ideas in the other. In particul@qod to Greaanswers a fundamental
guestion raised, but not answeredBunlt to Last:What is the difference between a
Agoodo BHAG (Big Hairy Audacious Goal) and

Q: What are some other areabere you see
the two research projects supporting each
other?

What
you are deeply

2. iBad BHAGs, it turns
bravado; good BHAGs are set with
understanding. Indeed, when you combine
quiet understanding of the three circles
with the audacity of a BHAG, you get a
powerful, almost mageel mi x. o T
thegraphicon the righto picture the
combination of the two concepts
Remember that the ci

ey

What you can
be the best in

drives your economic a
different question for a church. Something
l i ke, A Wkioa@ng thad Gods you * Includes your core values and purpose
bl essingo.

Q: As you reflect on this new insight, what might be a BHA& would drive your Hedgehog

Concept to a new level?

3. He closes the chapter and the book by sharing a converkatiwad with a former student.
The student startethe onversation with a statement followeddy quest i on, @A Mayb
just not ambitious enough, but | donét reall
somet hing wrong with that?d6 Collinds respons
s i z ellind corinued with a specific illustration to which the former student responded,
AOkay, | accept that | donét need to build a

But even so, why should I try to build a great company? What if | just waetdadzessful?

Collins was taken back by the question since he knew the student was not a lazy person, has
remar kabl e energy, and an intense and infect
someone of that capacity would question the whole idegioftto build something great

and lasting. He offered two answers: First, it is no harder to build something greiaishan

build something good. Second,i youdér e doing something you ca
its purpose deeply enougthen it 8 impossible to imagine not trying to make it great.
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So the question of AWhy greatness?0 is al mos
work that you love and care about, then the question needs no answer. The question is not
why, but how. The cloag paragraph of the book sounds like something a pastor would say:

Ait I s I mpossible to have a great | ife unles
have a meaningful life without meaningful work. Perhaps, then, you might gain that rare
tanquility that comes from knowing that youbd

intrinsic excellence that makes a contribution. Indeed, you might even gain that deepest of all
satisfactions: knowing that your short time here on this earth has beempeve|land that it
mattered (pg. 210).

Q: As pastors, we have been called to deal daily with activities and issues that have eternal

consequences. Why woul dndét we strive to build
Great by Choice

Epilogue

Collins closes the book with c¢ommeestabdisht hat sp

some of the foundational principles of a Biblical World View that | have moved the epilogue to
the front of the class!

It begins with this statemeriiWe sense a dangerous disease i nf
eroding hope: an increasingly prevalent view that greatness owes more to circumstance, even

luck, than to action and disciplide¢ hat what happens to us matters
asksacompel |l ing question, fADo we want to buil d e
believe that we arendédt responsible for our <ch
continues with the assertion t kbumstgncefigeatreesst ne s s
is first and foremost a matter of conscious ¢

The book closes with the foll owing paragraph:
We are not imprisoned by the luck we get or the inherent unfairness. Wkfare not

imprisoned by crushing setbacks, gafficted mistakes or our past success. We are not

imprisoned by the times in which we live, by the number of hours in a day or even the number of

hours wedre granted i n ecarrconua anly atsyhsbverofwhat v e s .
happens to us. But even so, we are free to ch
183)

The book provides quality empirical research that proves his points. It is a book that speaks well

to dilemmas wavrestle with in ministry. Questions we have about faithfulness versus
fruitfulness. Yes it is absolutely true, as P
increase. 0 However, there are bount dtpand scrip
inevitably our eternal accountability for all we think, do, and say. And as pastors and church

leaders we are held to a higher standard and we have a greater impact on the health and vibrancy

of the church.
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It also speaks to the challenges veednon a dayo-day basis of serving in a chaotic and
constantly changing environment. A pastords c
because of a single textneail, phone call, or conversation. The book speaks to the importance

of maintaininga disciplined life even in the midst of such chaos. | would encourage you to
patiently and prayerfully process the foll owi
your list of wonderful things you know, but begin to process the ideas, takéo#iera God,

and then implement those that He can use to change your life and your ministry.

Q:Do you know people who say they arenot res|
held accountable for not getting their work done? How do you respohenu?t

Q: How to you define success for yourself and for your church?
Q: What are some of the things that are keeping you from achieving that success?
Chapter ©® Thriving in Uncertainty

1. We do not believe that chaos, uncertainty, and instability are good; companies, leaders,
organizations, and societies do not thiawechaos. But they can thrive chaos. (pg 2)

Q: Think back to a time of chaos in your life or your ministry. How didrgepond to the
challenges, and how did you see God at work?

2. The authors became Myth Busters, and they bust the following entrenched myths:
1 Myth: Successful leaders in a turbulent world are bold;sesking visionaries.

o Contrary findings: The bestleades ¢ obser ved what whyibr ked, f i
worked, and built upon proven foundati ons
empirical, and more paranoid.

1 Myth: Innovation distinguishes high performing companies in arfemsting, uncertain,

and chaotic world.

o Contrary finding: Innovation by itself turns out not to be the trump card we expected,;
more important is the ability tecaleinnovation, to blend creativity with discipline.

1 Myth: Athreatf i | | ed worl d favors the spekedy; youb

o Contrary finding: Leaders of high performing companies figurem#nto go fast,
and whemotto.

1 Myth: Radical change on the outside requires radical change on the inside.

o Contrary finding: Just because your environment is rocked by dramatic alhaege
not mean that you should inflict radical change upon yourself.

1 Entrenched myth: Enterprises that experience great success have a lot more good luck.

o Contrary finding: The critical guestion i
dowith the luk that you get. (pgs-20)

Q: In spite of what the authors said, which of the myths do you still think are probably true
and why?

Q: Which myth will require the greatest level of proof before you let it go and why?
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Chapter & 10Xers

1. The book uses the analogy of the Roald Amund
expeditions in 1911 to compare and contrast leadership styles in an unstable and harsh
environment. Amundsen led his team to victory and safety. Scott led his team to defeat an
death. In his booKhe South Poleédmundsen stated the obvious when he reflected on the
di fference between the two teams: ok ct ory a
people call it. Defeat is certain for him who has neglected to take the ngqaesautions
in time; this is-14alled bad luck. o (pgs 13

Amundsendés philosophy was, AYou prepare with
conditions turn against you, you can draw from a deep reservoir of strength. And equally,
you prepare sothathen condi tions turn in your favor,

A single detail aptly highlights the difference in their approaches: Scott brought one
thermometer for a key altitudee asur ement device, and he expl
wrat h and whemisbeokeulenoncserwbrought four such thermometers to cover

for accidents. (pgs 156)

In your ministry role, you deal daily with people who are wrestling with eternal life and
death issues. Amundsenods t eamisknownwriybyethle t o t e
journals they left behind.

Q:How often do you have Aeverything in order
how do you fAprepare for the u-rodaymnsttyed t hir
experience?

Q: In otherwords, what could you do to be better prepared for the unforeseen things that
will disrupt your church?

2. The authors use the term A10Xero to describe
perform at least 10X better than the industry index. Tiesiearch discovered not only what
was different (which is the core of the book), but also the things thatN@Falifferent than

the executives of comparable companies. 10xe
1 Notmore creative. 1 Not moreambitious. 1 Not more heroic.
1 Not more visionary. 1 Notmore blessed by luck. { Notmore prone to making
1 Notmore charismatic. 1 Notmore risk seeking. big, bold moves.

To be clear, they are not saying that 10Xers lacked creative intensity, ferocious ambition, or
the courage to bet big. They displayed all these traitsddid their less successful
comparisons(pg 18)

Q: Which of the above qualities would you haxpeeted to find on a list of things that
would help you survive chaos and uncertainty {ttaglay ministry)?

Q: Which of the above limitations have you used as an excuse for a lack of success?
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3. As Collins lays the foundation for the balance of thekhbbe begins with the reality that
AR10Xers embrace a p-aonteold@nxhe onk handpl®Xersadderstandd n o n
that they face continuous uncertainty and that they cannot control, and cannot accurately
predict, significant aspects of the wodrtbund them. On the other hand, 10Xers reject the
idea that forces outside their control or chance events will determine their results; they accept
full responsibility for their own fate. o (pg

Q: What percentage of your daily schedule would you saycgntrol?

Q: To what extent do you use Athings out of vy
a

we canot have that kind of successoOo as r ea s

=

4. Building on the control/noc o nt r o | paradox, he states, #fA10X:
a triad of core behaviorfanatic discipline, empirical creativitgndproductive paranoia.
Animating these three core behaviors is a central motivating, floegel 5 ambition 6 T h e
book uses the following graphic to depict these four concepts:

Fanatic Disciplinei s def i ned as ®consi ency of action
consistency with values, consistency with ldgagm goals,
consistency with performance standards, consistef
met hod, consistency over
legitimate form of discipline is setfiscipline, having
the inner will to do whatever it takes to create a

great out come no matter

r a 10xer , t

cult.o (pg

Empirical Creativityfor 10xers measn i r e |
upondirect observation conducting practical
experiments, and/or engaging directly with
evidence rather than relying upon opinion
whim, conventional wisdom, authority, or u
over action; they favoempiricism as the foutationf or deci si ve27)acti on. 0

¥ i n
roductive
PARANOIA

Empirical
CREATIVITY

Productive Paranoidor a 10Xer differs from their less successful comparisons in how they

maintainhypew i gi | ance i n good times as well as ba:
uncertain and unforgiving environmtethrough deliberate, methodical, and systematic

preparation always asking, -280What if? What if
Level 5 Ambitoome ans t hat @A10Xers channel their ego

and more enduring t hitous,tbbeesurs il for @ mrposdbeywndd r e a
themsel veséEvery 10Xer we studied aimed for
successful éThey defined themselves b3B) | mpact

Q: Describe a time in your life when you havedigach of these four concepts to help you
succeed.
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Q: Using the brief descriptions above, list the four behaviors from your strongest to your
weakest.

Q: What is one thing you could do to strengthen one of your weaker behaviors?
Chapter 3 20 Mile March [Fanatic Discipline]

1. A The 20 Mile March is more than a phil osophy
and rigorously pursued performance goals that keep you on track. The 20 Mile March creates
two types of seHmposed discomfort: (1he discomfort of unwavering commitment to high
performance in difficult conditions, and (2) the discomfort of holding back in good
conditionséSome people believe that a worl d
forces no longer favors those wlngage in consistent 20 Mile Marching. Yet the great irony
is that when we examined just this type of-ofstontrol, fastpaced environment, we found
thateveryl 0 X company exemplified the 20 Mile Marc

Elements ot Good 20 Mile March (pgs 449)

(1) A good 20 Mile March usgserformance markerthat delineate a lower bound of
acceptable achievement. These create productive discomfort, much like hard physical
training or rigorous mental development, and must be clgatigr{but not impossible) to
achieve in difficult times.

Q: Do you have specific, measurable, minimum standandsmatter how bad the week
gets? For example you spend (you fill in the blank) __ hours hooae discipling,
_____hours on sermon prep, _ hours on evangelistic visitation, _ hours for member
care, _____ hours on administrative details, __ with family, _ personal devotional
time, or thinking in terms of goals you will make __ evangelistic visits a week, baptize
_____ per year,icrease small group/Sunday School attendance by this year, etc.

(2) A good 20 Mile March haseltimposed constraint3.his creates an upper bound for how
far youdl |l mar ch when facing robust opport
These constrats should also produce discomfort in the face of pressures and fears that
you should be going faster and doing more.

Q: When you are havinga GREATwedko you set personal i mi t s,
up emotionally and physically exhausted the falhgwveek?

Q: Some of us have been blessed by being part of a church or ministry that has experienced
exceptional growth. What were the problems when you grew too fast?

(3) A good 20 Mile March igailored to the enterprise and its environment Th erlleds no &
purpose 20 Mile March for all enterprises.

Q: Have you set the above goals and standards based upon your personal giftedness and
experience and on your current church dynamics and not on what you did in a previous
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church? Your goals could be higher or lower and very different in a new church setting
and as we age our wisdom and energy levels change.

(4) A good 20 Mile MarcHies largely within your control to achiev€.ou s houl dndt ne
luck to achieve your march.

Q: Are your performance markers/goals challenging but at the same time realistic and
attainable? This is an area where a mentor/coach or a close friend can help you evaluate
your standards.

(5) A good 20 Mile March has @oldilocks time framejot too shorand not too long but
just right.

Q: Do you set realistic monthly, annual, and long term goals?

Q: Do you stay with your goals long enough to accomplish them or do you bounce from one
project to another and from one goal to another without complétiegn?

(6) A good 20 Mile March islesigned and selinposed by the enterpriseot imposed from
the outside or blindly copied from others.

Q: Have you set the above goals and standards based upon your personal giftedness and on
your ¢ hur c h Oissamdmat onevhat sordepne alsa says they can do in their
church?

Q: Do you choose ministries and programs based on your needs or because another church
had success with then®?inciples are transferrable but specific actions and goals are
not.

(7) A good 20 Mile March must bachieved with great consisten&ood intentions do not
count.

Q: Since the road to hell is paved with good intentions, which road are you usuallydaving
the road of selfliscipline which leads to success or the road of gotahtions which
leads to failure?

Q: Do people describe you as someone who always gets the job done or as someone who
always means well?

Consistent disciplined action turned the odds in the favor of 10xers for three reasons:

(2) It builds confidence itheir ability to perform well in adverse circumstances. Grasp
for the neYlurchingfiorh ene program tb theenext, and jumping from this
yearo6s fad to next yearo6s fad destroys mot
Thing,thabs | ar gel y wh a ® alwaysiséarching omtite NexpBigdlunig.n g
The 10X cases did not generally have better opportunities than the comparisons, but they
made more of their opportunities by 20 Mile Marching to the extreme. (p§2)55
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Q: Howmany new ideas/programs/ministries have you tried to implement in the last two
years?

Q: When you i mplement new ideas, do you hear
be any better than the other t hoetterghen we bve t
what we are doing now?0 Or, AWe tried that

might they be saying about their confidence in the latest silver bullet?

Q: Have you ever had longtime church members willingly let YOU implement newusleas |
as |l ong as you didnét expect them to get ir
well you communicated the need for change?

(2) It reduces the likelihood of catastrophe when they are hit by turbulent disruptions. If you
deplete your resources, ruawself to exhaustion, and then get caught at the wrong
moment by an external shock, you can be in serious trouble. By sticking with your 20
Mile March, you reduce the chances of getting crippled by a big, unexpected shock.

Q: Describe the last time yowgcaught unprepared for Sunday morning because of
unforeseen events.

Q: Or describe the last time you planned a major event only to have frustration and anxiety
because something happened last minute to mess it up.

Q: How would you be able to minimittee impact of unforeseen events in your life and in
your ministry if you applied 20 Mile March principles?

(3) It helps them exert setfontrol in an oubf-control environment. Back to the Amundsen
Scott comparison, Col |l i nsAnmuondseaadhered®mta At hr o
regimen of constant progress, never going too far in good weather, careful to stay far
away from the red line of exhaustion that could leave his team exposed, yet pressing
ahead in nasty weather to stay on pace. Amundsen throgibchis weltuned team to
travel between 15 and 20 miles per day, in a relentless march for 90 degrees south. When
a member of Amundsends team suggested they
Amundsen said no. They needed to rest and sleep so@#itwually replenish their
energy.

Q: How would your life and your ministry be better off in the long run if you were to develop
your own 20 Mile March principles and then follow them?

Q: Take time to prayerfully develdOURown 20 Mile March performance markers? As
you do, make sure that they achieve balance between being realistic and being
challenging. Make sure they also meet the following criteria:

1. Selfimposed constraints
2. Appropriate to who you are and to your uniquneich setting
3. Largely within your churchds control
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4. Within a realistic timeframe
5. Being achieved with high consistency

Chapter 4 Fire Bullets, Then Cannonballs [Empirical Creativity]

1. The mantra of one of the 10Xert 6esx ebceustti vteos bien
fad behi nd, never first to market, but never
in the bookWilland Visionst at i ng At hat only 9 percent of
winners in the market eerAAnflaifitledt o6d4rpghtent

pioneering innovation is good for society but statistically lethal for the individual pioneer.

On the other hand, if you just sit still and never do anything bold or new, the world WILL

pass you by, mahatdnstgad. ih@ solutiod to #his dilemmna lies in replacing

the simplistic mantra #Ai nnov direlulet,rtherdfiree 6 wi t h
cannonballs 6 What Collins is suggesting is that b
smal scale (fire a bullet) to see if it will work or not BEFORE you make a major investment

of time, energy, and money (fire a cannonbal
your context (pgs *34).

Q: If you love to be creative and innovatjwhat do the above facts say to you?

Q: If you tend to make changes at the pace of a glacier, what do the above realities tell you?

Q: How can you apply the idea of firing bullets, then firing cannonballs as you try your next
new initiative?

2. A bullet is an empirical test aimed at learning what works and that meets three criteria:
A. A bullet is low cost relative to your church.

B. A bullet is low risl® there are minimal consequences if it fails.

C. A bullet is low distractiofd involving a relatively smaigroup in your church. (81)

In other words, for a church a bullet is a new idea, new ministry, new program, etc. The idea
of an empirical test means that before you try it out you set specific measurable criteria to

define what success will look likeitfhappens.

Q: Think about the last new thing you implemented. Did it meet the above definition for a
bullet or was it more like a cannon bala large all or nothing effort?

Q: How did the new idea work out for you?

Q: With the concept of firingullets before cannonballs in mind, what would you have done
differently?
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3. There are two types of cannonballs, calibrated and uncalibrated. A calibrated cannonball has
confirmation based on actual experiedampirical validatiod that a big bet will likely
prove successful. Launching an uncalibrated cannonball means placing a big bet without
empirical validation. Ironically, firing an uncalibrated cannonball that succeeds can be even
moredangerous than a failed cannonball. That means you have achieveggdtzifrom a
bad process. It would be like going back to Vegas to bet ALL your net worth on a single spin
of the roulette wheel just because you won last time you were there when you bet half of
your net worth on a single spin.

Q: Have you ever succes8y fired an uncalibrated cannonball?

Q:How could successfully i mplementing a maj ol

actually hurt a church in the long run?

4. Their research also concluded that each industry has a minimum threshold level of

innovation required for success, and once you are above that threshold being more innovative
doesndt seem to matter very much. For instan

biomedical companies is high while the airline and insurance induséshiblds are low.

Q: Do you think a church in a college campus setting would have to be more innovative than
one in a rural setting?

Q: How would the innovation threshold differ for churches in a suburban, inner city, or
multi-ethnic setting be?

Q: Think about the last three innovations you implemented in your church and when they

took place? I n Iight of your churchoés setti
guestions, where were you in relationshinp

5. In summary the author found that more important than being first or the most creative is
figuring out what works in practice before you make wholesale changes. Then learning to do
it better than anyone else, and beyond that making the very most of iau&iniglile March
strategy.

Q: Think of how you discovered, evaluated, and implemented your last innovation (see
previous questiod) based on the research reported in the book, what did you do well,
what could you have done differently?

Q: If you are inthe process of implementing something new in your church, how would you
change your process in light of the knowledge you now have?

Chapter ® Leading Above the Death Line [Productive Paranoia]
1. The 10X winners in our research always assumed that cordddg® and often dé

unexpectedly change, violently and fast. They understood dekelgnly mistakes you can
learn from are the onesyousurvileh e aut hors define AHI ttiIing

34

t



of such significance that the enterprise dies outiagtbecomes so damaged that it can no
longer continue with the quest to become an enduring great company. The idea is simple: If
you ever hit the Death Line, you end the joushe&ame over! (pg 102)

Q: Have you ever been part of a church or ministry thased? As you reflect back on the
experience and think about what happened, can you identify one or two major events that
could be described as Death Line events?

. The authors identified three disciplines/practices that helped the 10X companies to avoid

Death Line encounters.

A. Build buffers and shock absorbers to prepare your church for unexpected events.

B. Bound or limit your risk.

C. Remain hypewigilant to sense changing conditions and be prepared to respond quickly
and effectively. They describe thisAsom out, then Zoom sirategy.

As they discusbuilding buffersnd s hock absorbers, they use t
to describe a lovprobability disruptiod just like the genetic probably of hatching a black

swan is low. A Black Swan event is sdimag almost no one can foresee and almost no one

can prediad not even a 10Xer. But it is possible to predict thate will be som8lack

Swan events. Put another way, the probability of any particular Black Swan event might be

less than 1%, but the prahbility thatsomeBlack Swan event will happen is close to 100

percent. (103L05)

Q: Anyone who has been in ministry for very long has experienced as well as watched other
pastors experience a Black Swan egesnt unexpected and extremely disruptive
experence. What are some of the things you would include on a Black Swan events list?

Q: In the business world, the buffer for a Black Swan event consists of maintaining a
financial cushion. 10X companies carried 3 to 10 times the ratio of cash to assets as di
the average company. A rule of thumb for a church is to have at ldastahths of cash
reserved that is if your church spends $4,000/month you should havd 020 in
savings. Does your church have a Black Swan event financial buffer?

Q:Often churbes experience conflict at budget development time when one side says, we
just need enough faith to raise our budget
unrealistic. What might be some buffers a church could use that will be both challenging
for the faith group and realistic for the pragmatic group?

Q: Since a church is a ngprofit organization whose capital is primarily relationships and
whose product is maturing disciples of Jesus Christ, can you think of buffers that should
be in place bedies having a financial cushion? (For example do you have a child care
policy in place in case someone brings sexual abuse charges against a volunteer? Do you
have clearly defined ethical and moral standards for church leaders in case someone is
accused o major moral failure? Do you have clear accounting practices in place to
avoid embezzlement charges? )
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3.As they did their research they asked, naDid
compari son companies?0 The answer was that 1
risks. They define risk in terms of both level (high, medium, or low), amdllky defining
the following four kinds of risk:
(1) Death Line Risk an activity that could kill or severely damage the church if the venture
fails.
(2) Asymmetric Risk8 those where the risk far outweighs the potential return.
(3) UncontrollableRiskd those that expose the church to forces and events that you have
little ability to manage.
(4) Time-based Risé those where the degree of risk is tied to the pace of events, and the
speed of decisions and actions.

In the case of the first three kinds of risk the 10X companieslésskisk abhorring death

line risk, shunning asymmetric risk, and steering away from uncontrollable risks. Related to
time-based risk, 10Xers let events unfold, when the risk profileclwasging slowly; yet

equally, they prepared to act blindingly fast in the event that the risk profile began to change
rapidly. One of the most dangerous false beliefs is that faster is always better, that the fast
always beat the slow, and that you athezithe quick or the dead. Sometimes the qarek

the dead. (pgs 10Y713)

Q: As you reflect on the major decisions you made last year, and evaluate them based on the
both the level and type of risk involved, what types of risk did you take?

Q: As youevaluate your choices with the advantage of hindsight, how wise were your
actions?

Q: Think about one major project, activity, decision, or new innovation you are planning or
considering. Evaluate it based on the type and level of risk it involves. Hioyowri
decision be impacted by what you now know?

4. The third principle 10Xers used as they main
vigilant as they tried to sense changing conditions and to be prepared to respond quickly and
effectively. Collins call s t hHeslefipeszaaning ce fzo
out as stepping back and taking a big picture view of your world to sense changes in
conditions are taking place, assess the time frame of that change, and assess the
rigor/aggressiveness of the response needed. Then with that inforinatand, you zoom
in to focus on supreme execution of your plans and objectives. (pg 114)

Q:Do you regularly step away from your daily and weekly grind to look at the BIG
PI CTURE of whatodés happening i n youagion, mmedi &
etc.?

Q: What is currently changing in your environment that you need to take time to assess the

impact it will have on your church? (for exampleconomic changes, demographic
changes, changes related to views on social issues, etc.)
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5. The chater wraps up with an excellent reminder that every life includes some very critical
moments, and that the decisions we make at those points have a greater impact on our lives
and ministry than do the averageinhmmsents i n
equal . Life serves up some moments that coun
face moments when the quality of our performance matters much more than other moments,
moments that we can seize or s gvthaunedualr . 10Xer
intensity, when it matters most. o (120)

Q: Take a few moments to reflect on your |if
when a decision you made or an action you took had significant conseduéorcgsod
or for bad.

Q:Would trese actions/decisions have been different if you would have taken more time to
prayerfully evaluate the risks and rewards of the various options, or if you would have
used greater discipline in executing your choice?

Q: Are there circumstances occurringyour life or ministry right now that have the
potenti al of becoming a dAcritical moment 0?
you to improve the quality of the outcome?

Q: I f your not e
f

Xperiencing a ficerthagtyoa al mo me
wi || be ready or the next fAcritical mo me nt

Chapter 66 SMaC [Level 5 Ambition]

1. They created the word SMaC from the phr&pecific, Methodical, and Consisteand then
use it as a noun, verb, and an adjective. They describe a &dip€ as the operating
practices that turn strategic concepts into reality. They become a set of practices more
enduring than mere tactics, which will change from situation to situation. They use an
example of a SMaC principle used by Southwest Airlisd48: only flies Boeing 737s. That
reality cannot be described as a core value, a critical purpose -lVegistrategy, a part of
their culture, or even a tactic. l'tds just o
made them the most successiuline in the industry. (128)

Q: Churches also have SMaC recipes. For exan

time is Flakebs Five Step Formul a:

1. Know the possibilitigswho out there needs Christ and needs to be discipled?

2. Enlarge the organizatiégnexpand your structure in anticipation of growth; not just
in response to it.

3. Enlist and train leadefsa growing organization will need new leaders who are
properly enlisted and adequately trained.

4. Providespacd y oubve got to have a place to meet .
often today it is in a home rather than a church building.

5. GO after the people!

What are some other SMaC recipes churches have used?
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2. He illustrates a SMaC re@gdrom the sports world when he talks about legendary UCLA

basketball coach John Wooden. One player is
UCLA athletes who played in 655. 665, 0670, a
would have beenabletétppy wi t h each other instantly!o W

Success (a philosophy of life and competition) into a detailed recipe, right down to how
players should tie their shoes. o

Il n a summary statement, C o fledearah studies thattthe | N We 6 v
signature of mediocrity is not an unwillingness to change; the signature of mediocrity is
chroni c i nNodhumsmenterpriseccgn.succeed at the highest levels without

consistency; if you bring no coherent unifying concaqd disciplined methodology to your
endeavors, youoll be whipsawed by changes 1in

outside your control. Equally true, however, no human enterprise can succeed at the highest
levels without productive evolution.

Changes to a solid and proven SMaC recipe are like amendments to the constitution; if you
get the recipe right, based on practical insight and empirical validation, it should serve you
well for a very long time; equally important, fundamental changes bripossible.

Continually question and challenge your recipe, but change it rarely. (pgstb7

Q: Take time to list all the things that are changing in your world.

Q: In the midst of that long list of changes, there is a key area where you anchyoci
have contrad that is in being SMaC. How SMaC are you on a weekeek basis?

3.Collins states, AThe more unforgiving your W
recipe forces order amidst chaos. I't | mposes
di sruptionét he exi s nosystematically distinguishthe 08 per se
companies from the comparison companies. Rather, the principal finding is how the 10X
companiesadheredo their recipes with fanatic discipline to a far greater detirae the
comparisons. o (pg 131)

Here Collins is speaking right into our wheelhouse and to biblical cordceptsonal
discipline and the pursuit of doing the right things. He also acknowledges that whether it is in
the spiritual realm or in the businesend, maintaining disciplined action is hard.
Q: Does your church have a SMaC recipe? If so, list the major components of it.
Q: How well does your church follow its time proven SMaC?

3. He noted thathe comparisons changed their recipes to a ngrelater degre¢han did the
10Xers. In fact the comparisons chanfma times moreConventional wisdom says that

change is hard. But if change is so difficult, why do we see more evidence of radical change
in the less successful comparison cases? Becaasge is1otthe most difficult part. Far
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more difficult than implementing change is figuring out what works, ustierding why it
works, grasping when to change, and knowing when not to make changes. (pg 132)

Many in the younger generation are questig why we do the things the way we do them,

and too often folks in the older generati ono
way. o0 Then they change things only to find o
we just didnaoebdsorkwaow what that

Q: Has your church Afigured out what wor kso
Q: I f you know what works and what doesndot w
the other doesnodt ?

Q: If you have a SMa@cipe, do you make sure you understand why you have been doing
what you do BEFORE you change it?

Q: Do you have a process for explaining the why of your SMaC recipe to new members?
Chapter ® Return on Luck

1. If you are questioning the thoroughness of the research done by the Collins team, this chapter
will dispel all doubt® they even researched the impact of luck! To do that they had to start
by actually defining | uck. @tmeeysthoeatests: a il uck
(1) Some significant aspect of the event occurs largely or entirely independent of the actions
of key leaders,
(2) The event has a potentially significant consequence (good or bad), AND
(3) The event has some element of wtctability.

Q: In church life we would probably call it divine providence or a divine coincidence. As you
|l ook at your churchdés history, can you ider

Q: Do the same thing for your own life.

2. Then as they did theiesearch they asked three basic questions about luck events:
(1) Is luck a common or rare element?
(2) What role, if any does luck play in explaining the divergent trajectories of the 10X and
comparison cases?
(3) What can leaders do about luck to help them build gi@apanies on a 10X journey?

What they discovered was that Aluck happens
luck play a differentiating rol& does the existence of luck explain why one company does
better than another? This led to four additional questions:
(1) Did the successful companies have more good luck than their comg@atisoanswer
was NO!
(2) Did the comparison c&s get more bad luck than the 10X comp@nibe answer was
NO!
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(3) Were there single GREAT luck events or a luck spike that explained the diff@éréree
answer was NO!

(4) Was there an advantageous timing of the luck that made the différéme@answer was
NO!

They concluded that, AAcross all the researc
previous books regarding what makes compani e
of sustained performance due simply to pure

by

’ . |l uck. o Ultimatel ye what th
Don’t Confuse Luck with real difference between the compani)és was

Return on Luck (ROL) whatthey didwith the luck they gt using a
business term they referr
on | uc lkd&eimi{aRdhe)concept of a

return on investment.

Defining moments Essential skill
in 10X journey for 10X results

To picture their ROL findings they developed

the quadant on your left. They describe what

the different quadrants look like and give

some business illustrations for each. A

U L Nietzche guote relates ,to the upper left

fheDehLine || | o macigetity quadrant: oWhat does not

stronger o The key to wusin

tomake us stronger, turnin

best things that eve hap

events.
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They point out an interesting asymmetry between good luck and bad luck. A single stroke of
good luck, no matter how big the break, cannot by itself raajeat company. But a single
stroke of extremely bad luck that slams you into the Death Line, or an extended sequence of
badluck events that creates a catastrophic outcome, can terminate your quest.

Q: Take a few minutes to grasp the meaning of thed qua n t . Now, place the
you identified in question one into their appropriate quadrant based on how your church
and how you responded to them. Which quadrant has the most events? What does that tell
you about your church and/or yourself?

Q:Td k about the most recent fAluck evento you
quadrant. What can you learn form that experience?

. In the chapter summary, Collins makes the bold statement that ROL (return on luck) might
be even more important than ROA (return on assets), ROE (return on equity), ROS (return on
sales), or ROI (return on investment).

Q: If that is true for a businesth)an how should be respond to every divine encounter
(positive or negative) we experience?
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4. Luck is not a strategy, but getting a positive return on luck is. They suggest four things that
we can do to better manage the Al uck event so
(1) Learn tozoom out to recognize luck when it happgnsn ot her words, dond
the forest because of all the trees.
(2)Be wi se enough to know when anddthwhsen not t
where we have an advantage over companies, we have th&piotyand prayer.
(3) Be prepared to endure an inevitable spate of badlueknember the strategies for
dealing with black swan events?
(4) Learn to create a positive return on l&ckoth bad and good. Learn to make lemonade
out of lemons and learn to take FULLvatitage of divine encounters.
Q: As you think about this whole idea of Al u
thriving in times of chaos and change, consider the life of the following individuals. How
did they respond to fAluck eventso?
1 Joseph the son of Jacob
1 Moses
1 Sampson
1 Paul

T You

How the Mighty Fall

Collins states that the purpose of the book is to offer a resgesahded perspective of how

decline can happen, even to those that appear invincible, so that leaders might have a bett
chance of avoiding their tragic fatene of the unfortunate realities of their findings is that
institutional decline is like a staged disease (i.e. cancer): it is harder to detect but easier to cure in
the early stages, and easier to detect but hewdrire in the later stages. Their principal effort
focused on the twpart question, What happened leading up to the point at which decline

became visible and what did the company do once it began to fall?

Five Stages of Decline

They provide impetusof this project by asserting two points:
1 We do ourselves a disservice by studying only success and
1 If we were to havaroadmap of decline in hand, institutions heading downhill might be
able to apply the brakes early enough to reverse course.
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Here isa graphic picturing
the roadmap they
discovered:

Stage 1: Hubris &rn of
Succes8 It happ@&s when
people arrogantly believe
that they will always have
successnd when they lose
sight of the true underlying
factors that created success
in the firstplace.

Stage 2: Undisciplined
Pursuit of Moré This
happens when an
organization grows beyond
its ability to fill its key
seats with the right people,
it has set itself up for a fall.

Stage 3: Denial of Risk

and Perid Leaders discount negative data,pdifiy positive data, and put a positive spin on
ambiguous data. Those in power start to blame external factors for setbacks rather than accept
responsibility. They add fuel to the fire by taking significant risks and acting in ways that deny
the consequems of those risks.

Stage 4: Grasping for Salvat@rAt this stage the organization is facing a sharp decline visible
to all. Leadership can respond in two very different ways: getting back to the disciplines that
brought greatness or by groping for silbetlets.

Stage 5: Capitulation to Irrelevance or Déaifhis happens when the accumulated setbacks
erode financial strength atelhders begin to abandon all hope of building a great future.

One of the key findings is that organizational decline is lgrgelfinflicted, and recovery

| argely within the Anothgraealityzheydismve@sistioatvn cont r ol
organizations are like familidsat | east accor di ng AnmaKdreninsst oy 6 s
AAl I happy familiefsamirley al $ kenhapgy umhiappyowl
out that there are more ways to fall than to become great. Assemblingdridetaframework

of decline proved harder than constructing a-diateen framework of ascent. He adds that the

five stage fram&ork above is nothe definitive framework of corporate declidecompanies

clearly can fall without following this framework from factors like fraud, catastrophic bad luck,

scandal, and so for{lpgs 20625).
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