
THE PIVOT LINE “I can help with that. Before we book anything, give me twenty minutes
on what's happening on the ground.”

C Clarify

"What made this urgent now?"

"90 days from now it worked: what's different
on Monday, and which number moved?"

"What's it costing us today?"

→ Done when: KPI at A, needs B, gap costs Y.

L Look around

"Could your best performer do it today? What
do they do differently?"

"If training were perfect, what would still get in
the way?"

→ Done when: gap named (skill / knowledge /
process / tools / incentives /
expectations).

U Uncover

"Show me the last time it went wrong."

"If that's the cause, what would the data
show?"

Say less, wait three seconds.

→ Done when: two independent sources, one
cause.

E Execute small

"Smallest pilot that proves or kills it in six
weeks?"

"Who reinforces this on Monday?"

→ Done when the bet is written: If we
[intervention] for [audience], [metric]
moves from [baseline] to [target] within
[time], measured by [source].

THE FILTER

Does it make, save, or
protect money?

THE FOUR PEOPLE

Sponsor KPI Owner Performer

Reinforcer

No Reinforcer, no case.

CLOSE THE CASE

01 what we found
02 what we did
03 what moved
04 what's next
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Four moves, the exact questions, and how you know each one is
done.

EVIDENCE


