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of seven manufacturing companies owned by holding
company Noél Group LLC, a privately owned industrial
management company in Wake Forest, North Caro-
lina, U.S.A. Nomaco's approximately 400 employees
manufacture polymer foam products used in a variety
of industries including home furnishings, packaging,
construction, recreation, agriculture, marine, trans-
portation, and insulation. Nomaco was the first in
the industry to eliminate ozone-damaging chlorofluo-
rocarbons in their products. Nomaco’s more than one
million square feet of manufacturing space is divided
among three plants in, Zebulon and Tarboro, North
Carolina, Oklahoma City, Oklahoma and the Tarboro
plant is the primary subject of this study.

The Problem to Solve

In early 2005, Nomaco’s executive leadership team
identified two major problems within the company:
poor collaboration and misaligned goals. These, in
turn, produced other problems . To address these
problems, Nomaco consulted with FranklinCovey to
implement training which would help all employees
focus on achieving key company goals.
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The Intervention

Nomaco’s Tarboro manufacturing plant was the first
of its three sites to implement The 4 Disciplines of
Execution. The Tarboro plant was led by David Wil-
liams, who took the helm in 2004. He inherited a
headache. It was the worst performing plant in the
Noél Group. “It was a bad plant with a bad atti-
tude,” said Williams.

In April 2005, management administered the xQ
(Execution Quotient) Survey to all salaried employ-
ees to determine the specific deficiencies holding
back the company. Nomaco also eventually trained
all of its approximately 400 full-time employees
and even some temporary employees in The 4 Disci-
plines of Execution. As expected, the survey showed
Nomaco was below national norms on several
important execution behaviors. Then, in August,
Tarboro’s 100 employees began training in the
processes of The 4 Disciplines of Execution (4DX).
They began holding weekly WIG (Wildly Important
Goals) Sessions to identify the most crucial goals
in the company. They also began recording their
progress on scoreboards and reporting regularly to
their supervisors.

The Results

By September 2005, management was starting to
notice some big improvements, both in the bot-
tom line and in employee morale. Indeed, in the
first eight months following the implementation
of the 4DX process, the Tarboro plant more than
doubled its financial results compared to the pre-
vious ten months.

By December 2005, the plant had saved $500,000
in production costs. Moreover, by July 2006, the
employee morale problem had been completely
eliminated. The success of the 4DX program
improved the Tarboro facility to the point that
it became attractive to management as a place
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to assign new projects for the company. Indeed,
the results were so strong that Williams" superi-
ors could hardly believe the results were real. But
they were real. “What happened?” they asked. One
employee answered, “In August, you were still
running the company. But in September, you
turned the business over to us. That's what hap-
pened.” David Williams agreed with this assess-
ment. “Our plant went from having one leader
making all key decisions to one leader nurtur-
ing the empowerment process, thus giving every
employee the opportunity to make key decisions
within their roles if they chose to do so. As a
result we went from producing good results to
producing great results.”

After implementing the training company-wide,
Nomaco as a whole was also transformed. “Nomaco
changed from an organization where manag-
ers were the only leaders to one where everyone
was empowered to lead and manage the business
and to achieve greatness in their role,” explained
Nomaco’s president, Julian Young. “By applying
the principles of The 4 Disciplines of Execution, our
employees are working collaboratively in cross-
functional groups and achieving unprecedented
results.”

In the two years following the implementation of
The 4 Disciplines of Execution process, the Nomaco
Tarboro Plant realized the following improvements
(Figure 1):

Figure 1.
Improvements After 4DX Implemented

Production costs: Decreased by $500,000
800% improvement
30% below budget

90% fewer complaints

Operational efficiencies:
Operational expenses:
Customer complaints:

Lost-time accidents: None in 2 years
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“In 2004, we were losing
money; by 2006, we counted
for a significant majority of
the profit. What happened?
4DX.”

David Williams, Plant Manager

Figure 2 shows the dramatic improvement in pro-
duction costs before and after the implementa-
tion of The 4 Disciplines of Execution process. The
goal was to get the monthly production costs as
far into the minus category as possible. In March
2004, production costs were $160,000 over bud-
get. They had also been over budget in January,
September and November. Nomaco launched the
4DX process in August 2005. Notice the level of
production cost savings immediately after 4DX
began. The savings continued month after month
in 2005 and 2006, reaching a new savings high of
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$120,000 under budget in September 2006. These
savings eventually exceeded $1 million in 2006.
In addition, a second xQ Survey taken in Septem-
ber 2006 showed that Tarboro had improved in
seven out of nine execution categories, with “goal
alignment across departments” rising from 49 to
62 and “goal clarity” rising from 58 to 66.

Would It Last?

In 2006, Plant Manager David Williams left Nomaco.
Williams had been the champion of The 4 Disciplines
of Execution process at Tarboro. Would improvement
continue after his departure? In fact, the improve-
ments in safety, efficiency, and profitability con-
tinued with no change. The leadership change
had no impact on performance because Nomaco's
company culture had become attuned to compa-
nywide goal-setting, execution, and accountability
processes. “The FranklinCovey process has brought
about astonishing change within our organiza-
tion,” said President Young. “We are seeing a true
cultural shift in addition to phenomenal improve-
ments in safety, productivity, and efficiency. Our
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employees know they are making valuable contri-
butions to the overall success of the company; they
can see it. Employees are putting their training to
work and doing a terrific job driving the company
forward!”

Nomaco continues to utilize the 4DX techniques,
and as of Fall 2007, employees at all three Nomaco
manufacturing plants continue to reqularly use the
WIG process and other features of the 4 Disciplines.
Excited by the process, employees at the Oklahoma
plant have constructed a 10 feet tall WIG score-
board to mark goal progress.

In 2007, the company expanded at both the Tarboro
and Oklahoma City sites, and revenue for Nomaco
for 2008 was projected to be 50 percent higher
than in 2006. Part of the growth was due to acqui-
sitions, but, said company president Young, “The
integration process was aided by the 4DX and WIG
process. We believe that the successes we continue
to achieve are due to the increased focus that the
4 Disciplines techniques provide,” said Young. “This
is one of the best initiatives I've ever been a part
of. The evidence is overwhelming,” he said.
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