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Executive Summary 
As Q4 begins, most organizations are sprinting toward year-end targets, but few can say with confidence that their 
strategy is truly working. Why? Because the rush to deliver results often obscures strategic intent, leaving leaders busy 
but misaligned. 

This guide challenges executives to confront a perennial blind spot: the gap between strategic plans and the reality of 
daily execution. Drawing on two decades of experience, RWKing Consulting introduces the ARTFUL Execution™ 
framework: a practical, human-centered approach that helps leaders turn Q4 urgency into lasting strategic advantage. 

Key Insights 
 Activity isn’t progress. Research shows only 28% of executives can name their top three strategic priorities, and just 

5% of employees understand the company’s strategy. The disconnect is real and costly. 

 Your project portfolio is your strategy in action. By examining where resources and energy are invested, leaders can 
quickly spot misalignment and course-correct before year-end. 

 Alignment requires focused leadership. Dashboards and reports alone won’t drive results—leaders must stay actively 
engaged, model strategic priorities, and ensure teams remain connected to the strategy in real time. 

 ARTFUL Execution™ is a framework for repeatable results. Six dynamics (Awareness, Resource Alignment, Technology 
Integration, Flow of Work, U - How You Lead, and Leverage Learning), equip leaders to sustain alignment and adapt 
to change, quarter after quarter. 

The imperative is clear: Don’t let Q4 become a scramble for numbers. Use this moment to pause, assess, and reconnect 
your organization’s daily work to its larger purpose. Leverage the ARTFUL Execution™ framework to finish the year not 
just busy, but truly aligned. 

Bottom Line: Q4 is more than a finish line. Make it your launchpad for strategic performance and let focused leadership 
turn urgency into enduring advantage. 
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Why This Guide Matters 
As Q4 ramps up, many organizations are chasing results without a clear view of whether their strategy is working. The 
pressure to deliver can obscure strategic intent, leaving teams busy but misaligned. 

This guide offers a practical lens to help leaders reconnect daily work to strategic priorities—without pausing operations 
or launching a full-scale diagnostic. Whether you're leading transformation, managing complexity, or simply trying to 
finish strong, ARTFUL Execution™ provides a clear path to assess, realign, and accelerate progress in the final stretch of 
the year. 
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01 The Annual Q4 Sprint and Strategic Drift 
Why do organizations experience a frantic sprint in Q4, and what risks does it pose to strategic focus? 

Q4 brings a familiar sprint—teams scramble to hit year-end targets, often at the expense of strategic 
priorities. 

Q4 is notorious for its “sprint” mentality. Teams scramble to compensate for earlier shortfalls, often shifting into 
overdrive to hit targets before the calendar resets. Research shows this pattern is widespread: underachievement in Q3 
is frequently followed by a dramatic push in Q4, a phenomenon sometimes called the “hockey stick effect” in sales, 
where last-minute efforts drive results1. This scenario plays out in Operations, IT, Corporate functions, and in digital 
transformations.  

But this sprint comes at a cost (see sidebar: What You’re Up Against 
in Q4). The urgency to close deals, meet goals, or fulfill objectives 
can undermine the strategy leaders set out to execute. Instead of 
focusing on a few key priorities, organizations risk reacting to 
immediate pressures at the expense of their long-term vision.  

Yet, it is possible to enter Q4 strategically. When leaders pause (not 
stop) for a well-timed portfolio review, they can prevent conflicting 
efforts from canceling each other out and keep your teams focused.  

  

What You’re Up Against in Q4 

We’ve identified five Q4 pressures mid-market and 
business unit encounter during year end across for-profit, 
not-for profit, and government entities. 

 The Final Push to Hit Year-End Goals 
This is the classic Q4 scramble. Whether it’s revenue, 
fundraising, or budget spend, the pressure to “make the 
numbers” can hijack your focus. The best leaders resist 
the chaos and double down on what matters most. 

 Planning for Next Year While Wrapping Up This One 
You’re closing out the current year while laying track for 
the next. Strategy, budgets, staffing plans—it’s all 
happening now. The challenge? Doing it without losing 
sight of what’s already in motion. 

 Reporting Results and Managing Stakeholders 
Boards, donors, investors, and oversight bodies want 
answers. You’ve got to tell the story of the year—warts 
and wins alike—while keeping confidence high and 
expectations clear. 

 Supporting Your People Through the Crunch 
Your team is tired. Holidays are coming. And you’re 
asking for one last push. Be smart about what you ask 
for, how you ask, and how you show appreciation. 
Morale matters more than ever. 

 Navigating Operational Surges and Last-Minute Fires 
Q4 is peak season for surprises. Sales spikes, system 
launches, budget deadlines, and “can-we-just-squeeze-
this-in” requests. You’ll need to triage fast, stay focused, 
and keep your team from burning out. 
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02 It’s Q4 - Do you Know Where Your Strategy Is? 
How can leaders ensure their strategy remains visible and actionable during the year-end rush? 

Leaders often lose sight of real-time strategy execution, relying on dashboards and reports. This section 
urges leaders to pause, assess, and reconnect with their strategy, ensuring actions align with organizational 
goals as Q4 unfolds. 

In the late 1960s, American television stations aired a nightly public service announcement: “It’s 10pm, do you know 
where your children are?” The message was simple, but a powerful prompt for parents to pause, reflect, and take 
responsibility for their children’s whereabouts2. It became a cultural touchstone, 
reminding not just parents, but communities about youth safety. It ran well into the 
1970s and was jokingly appreciated by youths in the 1980s. 

Today, leaders face a similar challenge as Q4 begins. The question isn’t about curfews, 
but about strategic direction. Just as parents were prompted to pause and reflect, 
leaders should consider the question:  

  

 

 

As a leader, your response offers important signals about your own clarity, and the challenges your organization may be 
facing. These signals can reveal gaps in alignment, communication, and ultimately execution. Consider which of these 
sound familiar: 
 “I am not entirely sure where our strategy stands right now”. 
 “I refer to our goals, objectives, status updates, or the latest quarterly report “. 
 “I check dashboards or rely on someone else”. 
 “I feel closely connected to our strategy, but I’m not satisfied with the progress.” 

These signals reveal more than individual uncertainty, they point to a deeper, systemic misalignment. And research 
continues to show that strategy alignment between leaders, their teams, and the broader workforce remains difficult to 
achieve. The numbers below highlight a persistent gap between strategic intent and organizational understanding, a 
challenge for leaders at every level. 

28% 
Executives & managers who can 

list 3 strategic priorities3 

 5% 
Employees who understand 

the company strategy4 

2-3x lower 
Strategic understanding 
 vs. leader expectations5 

 60% 
Leaders who say <20% of  

employees understand strategy6 

Do you know where your 
strategy is? 



©RW King Consulting | Executive Alignment Guide      7 
 

03 The Project Portfolio - a Tactical Lens to Strategic Focus 
What does your project portfolio say about your organization’s strategy? 

The portfolio of initiatives reflects actual strategic priorities. By examining where resources and energy are 
invested, leaders can identify alignment or drift, enabling course correction and a clearer connection 
between projects (active work) and strategic goals. 

When strategy drifts or stalls, leaders often ask: Where do we look for answers? In most cases, the signals aren’t 
flashing, they’re just hidden in plain sight.  To understand what’s really happening, look beyond the presentations and 
dashboards. Begin examining where your organization invests its money, time, resources, energy, and attention. These 
are the true indicators of strategic focus (and strategic drift), even when the official narrative suggests otherwise. 
 
As F. Warren McFarlan noted, initiatives are the closest metric of organizational intention, conscious or unconscious. 
They represent your change agenda7. Reviewing alignment here (the portfolio) provides the fastest path to answers and 
accelerates course correction. 
 
When your portfolio is aligned with strategic goals, several signals are present:  
 Leadership ensures their actions and decisions reflect the strategy they advocate. 
 Siloed efforts are replaced by enterprise-wide collaboration. 
 Clear connections between initiatives and strategic goals exists. 
 Purposeful prioritization of resources reduces waste. 
 There’s a rhythm of execution that drives components of both transformation and business-as-usual. 

With initiatives, selection is driven by strategic value rather than internal politics or the influence of the loudest voices. 
Strategy discussions are woven into the fabric of executive meetings, moving beyond annual planning cycles to become 
a regular part of leadership dialogue. Honest Conversations about trade-offs are supported by data, not assumptions, 
enabling leaders to make informed decisions.  

Conversely, when a portfolio is misaligned, strategic drift is visible with projects that that fail to move strategic 
objectives forward. Resources (time, talent, and budget), get absorbed by activity that doesn’t shift outcomes. Instead of 
being allocated based on strategic value, resources are often claimed through influence, emotion, or legacy priorities.  

The result is a slow leak of energy. When resources are absorbed by low-impact projects, the gap between leadership’s s 
intent and frontline execution widens. 

Remember: Strategy is the future, and initiatives are how you get there. They build new capabilities, launch products, 
shift culture, and redefine ways of working. Some are quick wins; others are multi-year, complex endeavors. Together, 
they represent your organization’s intentions. Progress, or lack thereof, shows up in the project portfolio.  

However, leveraging the portfolio lens is not about project management; it’s about strategic visibility. You get to see 
what’s working, what’s drifting, and what needs to change.  

  
Your strategy isn’t just what’s 
written: it’s what’s underway! 
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04 Getting Q4 Aligned 
How can leaders realign work with strategy amid Q4 pressures and competing demands?  

This section presents a five-step approach to inventory, classify, and rebalance initiatives. Leaders are 
encouraged to focus on what matters most, clarify intent, and deploy resources strategically to achieve 
meaningful year-end progress. 

When working with leaders and their teams, an accelerated alignment approach is used to realign work with strategy. 
Here are the five steps: 

 

Let’s set the leader’s frame 
Q4 is already in motion. The pace is intense, demands are stacking up, and the margin for error is thin. Given this 
backdrop, it’s easy to default to urgency, more meetings, quick decisions, and imposing tighter timelines. But  
before we focus on accelerating, let’s pause. Not to slow down, but to get clear. 

Mindset Pre-Step: Before You Begin 

 Accept Where You Are 
You’re here, and you’re moving forward. That’s enough. As you begin this exercise, expect 
emotion from yourself, your team, your stakeholders. Acknowledge it but avoid letting it drive 
the process. 

 Conduct an Honest Assessment 
Look at your current state with clear eyes. What’s working? What’s drifting? A full audit isn’t 
necessary, just enough insight to move with purpose. 

 Shift the Conversation at the Top 
Adjust your executive meetings. Make space for realignment topics and operational updates.  

 Decide How You’ll Decide 
You don’t have time to reengineer your operating system. So be intentional about how 
decisions get made. Donald Sull’s “Simple Rules” apply here: drafting and adopting a few 
clear principles will serve you better than complex governance8. 

 
 
 Now let’s walk through Aligning the Portfolio. 
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Step 1: Inventory the Portfolio 
Start with visibility. Catalog the initiatives currently in motion: across departments, functions, and business units. Don’t 
worry about perfection. The goal is to see the landscape, not to map every tree. Don’t be surprised if “critical” ghost 
projects appear.  

Step 2: Classify by Strategic Intent 
Not all projects are created equal. Use a simple framework to categorize each initiative: 
 Strategic: Drives competitive advantage, mission impact or public value 
 Turnaround: Fixes broken or underperforming areas 
 Support: Maintains essential operations 
 Factory: Automates routine tasks. 

This classification helps clarify which projects are mission critical and which are keeping the lights on. 

Step 3: Assess Resources 
Now ask: Are we putting our money, talent, and time where our strategy is? This step reveals overfunded support 
projects and under-resourced strategic bets. It’s where misalignment shows up in hard numbers. 

Step 4: Identify Redundancies and Misfires 
Here’s where we clean house. Expect resistance, change often triggers strong reactions. Look for duplicate efforts, 
outdated goals, and initiatives that no longer serve the business.  It’s also a good time to release rigid processes and 
policies.  

Step 5: Prioritize and Rebalance 
With clarity comes action. Decide which projects to accelerate, delay, redesign, or sunset. The result is a leaner, more 
responsive portfolio that reflects today’s strategy not last year’s assumptions. Clarify the portfolio’s intent: What is the 
organization trying to achieve through its portfolio of change? Regulatory compliance? Market leadership? Operational 
efficiency? Cost reduction? Capability building? 
 
What Tends to Surface in Practice 
In many organizations, once strategic planning wraps up, the portfolio of initiatives is handed off to EPMOs, PMOs, 
performance offices, or functional leads. The executive sponsor may still be “in the loop,” but often not in the lead. 
Updates trickle in, dashboards light up, and the assumption is: things are moving. But what’s really happening? 

The updates rarely provide a full view of strategic health. Activity gets mistaken for progress. Resources drift. And the 
captain at the helm is often absent, not by intent, but by delegation. 

Here’s the reality: Q4 is not the time to switch quarterbacks (unless there’s a clear and urgent reason). The team needs 
consistency, clarity, and confidence. In football, a mid-game quarterback swap signals instability. In business, it signals 
disengagement. 

Michael Beer and Eisenstat’s research concluded that successful execution “needs more than a leader; it requires 
teamwork from a leadership group that…stays connected up and down the line”9. That means the popular “handoff and 
report back” approach, allows  your realignment effort to go in the wrong direction. 
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Keep your finger on the pulse. Here are a few techniques to stay at the (realignment) helm without micromanaging and 
overlooking other responsibilities: 
 Make strategic progress a standing item in executive meetings. 
 Use your realigned portfolio as a lens to focus organizational attention, not just a project to-do list. 
 Ask for narratives, along with milestones and metrics. 
 Be prepared to leverage your “Simple Rules” to quickly remove barriers and resolve issues. 
 Remember, the stress level is already high, there may be times to lower the heat. 

When done well, portfolio alignment becomes a strategic lever, rather than a reporting exercise. It surfaces crucial 
information to you and your team, sets the stage for improved communications, positions the organization to adapt 
quickly and make informed trade-offs.  However, the gains can be lost if leaders fall into familiar traps.  

What to Look Out For 
Leaders should also be wary of common pitfalls, such as relying on new tools as silver bullets, delegating alignment to a 
few overextended individuals, or adopting a “set it and forget it” mindset. Alignment requires continuous attention and 
active leadership (see sidebar: Q4 Alignment Watchpoingts). 

  
Q4 Alignment Watchpoints 

Even with a clear plan, Q4 tests alignment. Avoid these common pitfalls: 

 The Drift is Real 
Q4 pressures can dilute or divert your portfolio lens. The urgency to act can pull attention away from 
strategy. Stay disciplined and try not to let the sprint override the strategy. 

 We’ll Just Do It Next Year 
It’s tempting to use the New Year as a pressure release valve. Deferring tough decisions or strategic 
realignment to January may feel easier—but it risks losing momentum and clarity when you need it 
most. 

 The Tools Trap 
Beware the last-minute scramble to build or purchase a new tool to fix Q4 problems. Tools can help, 
but only if they’re aligned, adopted, and managed with care. 

 Tendency for “Handoff and Report Back” 
Asking for too much too late can lead to resistance, poor data, or silence. Be realistic about what 
your team can deliver—and when. 
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05 From Q4 Sprint to Strategic System 
How can organizations transform Q4 urgency into a sustainable strategic management system? 

To move beyond Q4 urgency, leaders must adopt systems thinking and integrate frameworks like ARTFUL 
Execution™, organizations that shift the focus from short-term fixes to ongoing strategic alignment. 

Once you’ve identified and accepted what the portfolio has revealed, you also want to think about what you can do to 
prevent this situation from happening next year, or next quarter. Leaders have expressed that day-to-day demands are 
distracting and pull them away from strategy. It’s not that strategy is less important, but that the noise of urgent 
decisions, operational fires, and competing priorities makes it hard to see and focus on the big picture. 

Ron Heifetz offers a powerful metaphor to help leaders deal with this challenge: Moving from the dance floor to the 
balcony10. On the dance floor, you’re in the thick of operations, making decisions, navigating systems, and dancing to the 
music. But from this vantage point, it’s hard to see patterns: where conflict exists, where synergy thrives, and whether 
the day-to-day choreography matches the strategy. 

From the balcony, you gain perspective. You can observe the entire system. The dancers, the orchestra, the flow, without 
the pressure to react in real time. This shift reveals insights that are invisible on the floor. 

We’ve drawn on McFarlan’s portfolio lens thinking to help leaders determine their strategic intent or surface strategic 
drift. But it needs to become part of a system. That’s where ARTFUL Execution™ comes in, by exposing the human-
centered dynamics that turn the balcony insight into leadership impact. 

ARTFUL Execution™ is a strategic lens that helps leaders move between these two perspectives with intention. It 
structures the way you interpret signals, align resources, lead through complexity, and leverage what works for you, your 
team and your organization.  
 
 

  
How Does ARTFUL Execution Work with What You Do Now? 

ARTFUL Execution serves as the anchor for strategy execution, providing six core dynamics: Awareness, 
Resource Alignment, Talent, Flow of Work, U-How You Lead, and Leverage Learning.  

Rather than replacing methodologies you have found useful, ARTFUL Execution is designed to work 
alongside other frameworks, allowing leaders to integrate the best tools and concepts for their unique 
context. 

ARTFUL Execution opens itself to a latticework approach, popularized by Charlie Munger – the legendary 
investor11.  It also follows the thinking of the Baldridge Burger, and Strategic Doing: Leveraging fit-for-
purpose concepts (mental models) where appropriate12, 13 .  

The message is simple: ARTFUL Execution is for leaders who drive execution. 
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06 Staying Aligned: ARTFUL Execution 
What leadership dynamics help organizations sustain strategic alignment and execution into the future? 

ARTFUL Execution™ offers six core dynamics—Awareness, Resource Alignment, Talent, Flow of Work, 
U-How You Lead, and Leverage Learning. They guide leaders in maintaining alignment, adapting to change, 
and driving results beyond Q4. 

A strategic Lens for Leading Execution – A Leader’s Lens for Strategy Execution -  

Mobilizing your organization to achieve strategic results is never a straight line. It’s a complex interplay of leadership, 
management, change, risk, and goal setting. The difference between intention and impact often comes down to how well 
leaders navigate these forces.   Through years of working with executives and transformation teams, six recurring “leader 
focused” dynamics have surfaced that influence whether strategy succeeds or stalls. Together, they form the acronym 
ARTFUL:   

 

These dynamics provide 1) a strategic lens for addressing execution challenges - from the leader’s balcony, then 2) a path 
to accelerating results. ARTFUL Execution has been applied to strategies, initiatives, and operational challenges to help 
leaders reflect, rethink, realign, learn and act. Rather than a rigid process or sequential checklist, it serves as a guide on 
where to focus attention. Leaders and their teams will have several strong dynamics and others that lag. And even the 
strong dynamics shift over time. That’s expected. What matters is knowing where you are and where to intervene. 

Each dynamic is discussed on the following pages.  
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A – Awareness 

Execution succeeds when leaders truly see what’s happening. Not just the strategy, goals, and initiatives (which are 
essential), but the real-time conditions shaping or stalling progress. In dozens of engagements, we’ve seen the same 
pattern: teams are busy but blind to friction, and strategies are declared but not absorbed. Leaders assume alignment 
that doesn’t exist. 

Awareness is the foundation of ARTFUL Execution because it surfaces what’s actually happening, it guides you to be 
observational and diagnostic: across teams, timelines, and tensions. It helps leaders shift from assumption to 
observation, from reaction to reflection. But this isn’t the typical “strategy cascade” conversation. Hopefully, many of the 
strategy basics are in place: your communication narratives, town halls, dashboards, state-of-the-state meetings, etc. 
What’s often missing is “execution” awareness, the leader’s ability to see how her strategy is landing, where it’s drifting, 
and what their teams need to stay aligned. 

This starts with your core team, your lieutenants. What are they hearing? Where are they seeing resistance? What’s 
unclear, misaligned, or competing for attention? These are signals that reveal the difference between contribution and 
compliance.  One mid-size organization faced this situation. Six months into a transformation, progress had stalled. 
Through facilitated awareness sessions, the team uncovered a hidden misalignment: regional field teams saw parts of 
the strategy as compliance, not opportunity. Once surfaced, the narrative shifted and execution accelerated. 

Awareness is also about understanding the players required for strategic success—not just the org chart, but the 
“influencers”, “connectors”, and “skeptics”. It’s about knowing where buy-in is strong and where it needs to be built. And 
it’s about recognizing that most executives are trained in strategy planning, not execution. That gap shows up in blind 
spots, misaligned priorities, and subtle drift between vision and daily work. Awareness helps you become aware of the 
levels and levers impacting the remaining 5 dynamics 

 
Practical Moves for Leaders 
 Understand the players required for strategic success 
 Ensure priorities are well known and discussed. The “stop list” from the Getting Aligned section is an example 
 Build awareness of execution alongside strategic planning. Most executives are trained in planning not execution 
 Buy-in isn’t a given. Know where you have support, and where you need to build it. 

 

 
 
 
 

Key Insight 
• Awareness doesn’t guarantee buy-in but without it, execution becomes guesswork. 
• Ensure strategic priorities are well known and discussed. 
• Know where buy-in is strong and where it needs to be built. 
• Strategic drift often begins when leaders lose clarity. 
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R – Resource Alignment 

Strategic execution thrives (accelerates, picks up momentum) when resources are focused, intentional, and aligned. 
While talent is often the first thing leaders think of, Resource Alignment goes deeper to include attention, energy, time, 
tools, and the relationships that shape how work moves across teams. It’s not just about who’s doing the work and if 
they have capacity; it’s about how leadership directs capacity and organizational focus. 

Addressing alignment of organizational capacity  
In our work with mid-market organizations, we’ve seen how easily resource misalignment creeps in. Leaders approve 
initiatives without fully understanding the cumulative load on their teams. The result? Overlap, burnout, and stalled 
progress15, essentially reversing the Portfolio Lens effort. When resources are spread thin or misdirected, even the most 
capable people become overextended, and strategic priorities lose momentum. 

Addressing alignment of key relationships and the leadership team 
Resource Alignment also addresses leadership alignment, cross-functional alignment, and budgeting. It’s not just about 
the leader or the person applying the ARTUL Execution lens.  Back to Micheal Beer and Eisenstat research: “successful 
execution needs more than a leader; it requires teamwork from a leadership group that…stays connected up and down 
the line”. Resource Alignment focuses the leader on “alignment of the work” AND “alignment of the team”.   

Practical Moves for Leaders 

Alignment of the Work 
 Know where people and dollars are actually going. 
 Rank initiatives by strategic impact, be alert to political influence, etc.  
 Identify resource bottlenecks early, act decisively. 
 Build your team’s capacity for terminating work. 
 Tie funding decisions to measurable strategic outcomes. 
 Create a “stop list” for activities so key stakeholders are aware (this helps to prevent surprises). 

Alignment of the Team 
 Ensure your team understands the strategic intent and priorities and can communicate and it  

downward and outward. 
 Model strategic alignment via decision making. 
 Team alignment will shift, be prepared to realign. 

 

 

  

Key Insight 
• Resource Alignment focuses on “alignment of the work” AND “alignment of the team”. 
• Misalignment shows up when high-impact work competes with legacy or low-value efforts. 
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T – Technology Integration 

Technology Integration is about using the right tools to enable insight and action, and ensuring the tool does not become 
the focus.   

Since the late 1990s, we’ve seen technology advance from spreadsheets and databases to client-server systems, business 
intelligence solutions, SaaS platforms, and now GenAI & agentic AI. An execution management tool might be as simple as 
a well-structured spreadsheet or a complex integrated platform that connects data from internal databases, CRM 
systems, and partner networks. 

But technology must be fit-for-purpose, tightly aligned with the timing and needs of your strategy. It should support 
execution without becoming a major effort that competes for resources or distracts from strategic priorities. The key is to 
ensure technology serves your strategy—not the other way around (see sidebar: The PPT Spiral). Ensure the tech stack 
enables alignment and execution, rather than distracting from it. 

Practical Moves for Leaders 
 Define the critical signals you need to monitor 

execution—not just performance. 
 Don’t wait for perfect systems. Start with what you have 

and evolve. 
 Prioritize integration over accumulation. More tools 

don’t equal more clarity. 
 Review your current tools: Are they enabling insight or 

just reporting activity? 
 Use technology to surface resource and change friction. 

 
 
 
 

 

  

Key Insight 
• Technology adds value when it supports execution, not just automation. 
• Integration works best when tools are embedded in how teams operate. 
• Misused tech creates friction for resources, aligned tech supports strategy. 
 

The PPT Spiral  

Technology Integration is meant to support execution, not compete 
with it. But when the focus shifts to the tool itself, the effort flips. 

The familiar People–Process–Technology (PPT) framework becomes 
Technology–People–Process (TPP), placing the focus on the system. 
This change often happens when the driving force becomes the 
acquisition, configuration, or rollout of a new tool. 

Instead of aligning people and process to strategy, teams often jump 
straight into tool deployment. It’s understandable—the promise of 
structure, speed, and visibility is attractive. But the mindset quietly 
shifts: the tool will drive alignment; the tool will sustain execution. 
The system becomes the center of gravity, and the strategic effort 
starts orbiting around it. 
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F – Flow of Work 

Flow of Work is the engine of execution. It’s the embedded systems, processes, business rhythm, and structure leveraged 
for “business as usual”, extended or adapted for strategy implementation. Your organization or team may already run 
based upon an adopted “framework”. ARTFUL Execution isn’t about picking or choosing one over the other or adopting a 
single methodology.  

It’s about choosing fit-for-purpose frameworks that help solve the problem or move you toward a desired outcome. 
Charlie Munger famously advocated building a latticework of mental models (tools) you can draw upon to troubleshoot, 
make decisions, and adapt to complexity. Flow of Work is where those models come to life. 

You still need your business processes, workflows, and whatever frameworks inform them. Maybe your organization has 
adopted Lean, OKR, Value Chain, or another model. The point isn’t to replace what works, it’s to ensure your systems are 
also enabling execution. 

The portfolio lens reminds us that execution is an orchestration—not a solo act. Leaders must design processes that align 
operational rhythms with strategic intent, ensuring that every initiative, program, and project is moving in concert 
toward shared goals. 

This orchestration requires more than process for process’s sake. It demands that leaders continually assess whether 
workflows are enabling or inhibiting progress. Are teams empowered to collaborate across silos? Are decision rights 
clear? It’s not necessary to overhaul your operating model. But you do need to ensure that the way work flows, supports 
your strategy, not stall it. 

Practical Moves for Leaders 
 Define your business rhythm: weekly, monthly, quarterly, what’s the cadence that drives strategic momentum? 
 Map decision rights: who owns what, and where are the bottlenecks? 
 Use fit-for-purpose frameworks to solve execution challenges, don’t force a one-size-fits-all model. 
 Regularly assess whether your workflows are enabling collaboration or reinforcing silos. 
 Align your operating rhythm with strategic priorities, not just operational demands. 

 

  

Key Insight 
• Execution isn’t just about what gets done, it’s also about how it flows. 
• Leverage current processes and tools to accelerate and extend execution capacity. 
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U – How You Lead 

Leadership is the force that brings ARTFUL Execution to life. It’s more than setting direction, it’s about building and 
sustaining an execution culture.  

Your leadership sends powerful signals throughout the organization. Your team (and their teams), look at your actions for 
cues on what to prioritize, how to communicate, and where to invest attention. 

This dynamic also acknowledges that execution is a leader’s team 
sport. As Ruth Wageman and her colleagues observed: “Chief 
executives are turning to their senior leaders for help. Yet many 
CEOs stumble when creating a leadership team. One major challenge 
is that senior executives often focus more on their individual roles 
than on the top team’s shared work.”17 It’s important for lieutenants 
to enhance their own leadership capacity around execution. And it is 
important that capacity aligns and complements yours. 

Practical Moves for Leaders 
 Focus on building a team that complements your leadership.  
 Ask: What am I doing that promotes or stifles strategic progress? 
 Align with your lieutenants on strategic intent, priorities, and 

execution behaviors. 
 Model the behaviors you expect to see in them. 

 

  

CASE STUDY: Team Alignment 
The PMO had momentum. A new project management system 
was in place, dashboards were live, and delivery confidence 
was rising. But behind the scenes, the PMO was spending over 
35 hours a week manually updating PowerPoint decks for status 
reporting. The fix was simple: allow PMs to enter status 
narratives directly into the PMIS, feeding updates into Power BI 
and eliminating the manual grind. The PMO had budget to bring 
in an outsourced developer for two weeks. The projected 
savings: over $200K annually. 

The CIO declined the request and suggested using internal 
resources. The App Dev lead passed, citing other priorities. 
When escalated, the CIO agreed, but no action followed. A 
quick check of the PMIS resource module showed developer 
availability to complete the work immediately. 

This wasn’t a tech issue. It was a leadership moment. 

The additional time gained would have allowed the PMO to 
redirect resources toward other strategic work in the pipeline. 
Instead, the opportunity to model alignment, unlock capacity, 
and accelerate strategic value was missed. 

 

Key Insight 
• You may not possess all the qualities that make execution successful, that’s where your team comes in. 
• Along with acquiring or developing “operational” skills, think how each team member’s leadership 

complements yours, and makes you AND the team, more effective. 
 

“Leadership is not about what you know—it’s about what you’re 
willing to learn next.” - Marshall Goldsmith16 
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L – Leverage Learning 

Turning Experience into Execution Advantage 

Organizations that learn from execution outperform those that don't. In high-performance environments, execution isn’t 
just about delivery, it’s about development. Every initiative, every pivot, every leadership decision is a chance to build 
strategic capability. Leaders who connect the dots treat execution itself as a learning opportunity—not just the project 
management, not just the change management, but the full spectrum of dynamics that were pushed, pulled, or 
overlooked. 

This isn’t about capturing lessons learned in a slide deck. We’re on the balcony, capturing information, integrating 
information, reflecting, building awareness of the previous dynamics and how we can pivot, adapt, adjust our leadership, 
flow of work, and resources to shape better outcomes. It’s how the organizations build execution muscle to match their 
strategic planning acumen. 

Leaders who leverage learning well embed reflection into the rhythm of execution. They ask: What did we learn from this 
initiative, this quarter, this leadership moment? What have we learned about our leadership and its impact on strategy. 
Where did we over-index or under-leverage? These reflections promote recalibration of the ARTFUL Execution dynamics. 

When learning is visible and applied, teams can move with confidence and be curious. They begin to experiment, adapt, 
and improve, not because they’re told to, but because they see how their insights shape outcomes. The leadership 
imperative is to make learning part of the system—not a sidebar.  

Practical Moves for Leaders 
 Treat the entire execution journey as a learning opportunity—from planning to delivery to leadership behavior. 
 Build a shared execution knowledgebase: what drove progress, what stalled it, and why. 
 Make learning visible: share insights across teams and functions, not just within silos. 
 Reinforce learning behaviors: curiosity, reflection, and strategic storytelling. 
 Use learning to inform future prioritization, leadership development, and execution rhythm. 

 

 

 

  

Key Insight 
• Organizations that learn from execution don’t just improve—they outperform. 
• Execution culture is dependent on learning that is continuous, not episodic. 
• Make learning part of the execution system. 
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Conclusion 
As the year draws to a close, the temptation to sprint toward the finish line is strong. Yet, true strategic progress comes 
not from frantic activity, but from deliberate alignment and honest reflection. Use the insights in this guide to pause, 
assess, and reconnect your organization’s daily work to its larger purpose.  

Now is the time to step back, ask the hard questions, and ensure your efforts are moving you closer to your goals. 
Consider sharing these ideas with your leadership team, using them as a springboard for meaningful discussion. By 
making strategic visibility a regular practice, you can finish the year with results, clarity and focus.  

  



©RW King Consulting | Executive Alignment Guide      20 
 

Executive Recap 

 Q4 urgency often overrides strategic goals. Leaders must resist the 
pull toward reactive execution and stay focused on what drives  
long-term value. 

 Activity isn’t progress. Without a clear view of your strategy in action, 
year-end efforts risk becoming disconnected from your true priorities. 

 Your portfolio reflects your strategy. Use it to assess alignment, 
surface misfires, and make informed trade-offs along with 
tracking delivery. 

 Realignment starts with clarity. Inventory your initiatives, classify by 
intent, and rebalance resources to ensure Q4 work supports quarterly 
goals and strategic outcomes. 

 Don’t let Q4 be a one-off scramble. Build repeatable systems that turn 
year-end execution into a rhythm of strategic performance. 

 ARTFUL Execution™ is a strategic lens to lead execution, while in the 
flow and from the balcony. 

 

As the year draws to a close, let Q4 be more than a springboard. 
Make it a launchpad for lasting strategic alignment. 
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RWKing Consulting 
RWKing Consulting is a boutique advisory firm specializing in strategy execution for organizations navigating transformation, growth, 
and high-performance demands. With a focus on human-centered execution, RWKing Consulting helps leaders align strategy, drive 
change, and build resilient, high-performing teams. Our proprietary framework, ARTFUL Execution™, guides clients through six 
interconnected dynamics: Awareness, Resource Alignment, Technology Integration, Flow of Work, U: How You Lead, and Leverage 
Learning. We work with executive teams, program leaders, and transformation sponsors across industries to turn strategic intent into 
measurable outcomes—without losing sight of the people who make it happen. 

Strategy Execution. Human First. Results Always. 
At RWKing Consulting, we believe execution is an art—one that blends strategic clarity with leadership nuance. Our mission is simple: 
help organizations move from intent to impact by activating the human side of strategy. 

We partner with clients to co-create execution plans that stick, scale, and inspire. Whether you're launching a transformation, 
aligning cross-functional initiatives, or building a high-performance culture, we bring the tools, frameworks, and energy to make it 
real. Let’s make execution ARTFUL. 
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