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MY 4DX STRATEGY



WHAT IS 
THE 4DX 
STRATEGY?

4DX refers to the 4 

Disciplines of Execution. It 

is a book written by Chris 

McChesney, Sean Covey, and 

Jim Huling. This book lays out 

and walks you through a 

strategy on how to achieve 

wildly important goals 

(shortened to WIGs). 

The following presentation is 

the strategy for implementing 

my Innovation Plan at my 
school by using the concepts 

of the 4DX plan. 

http://hgi.mcgregor-isd.org/


Focus on the Wildly Important Goal 

(WIG)1THE 4 
DISCIPLINES 
OF 
EXECUTION

Act on the Lead Measures2

Keep a Compelling Scoreboard3

4 Create a Cadence of Accountability



MY WILDLY IMPORTANT GOAL (WIG)

In my opinion, this WIG is the ultimate goal, but too much to focus on right off the bat. 

Therefore, I am going to focus this presentation on the first sub-WIG, a smaller goal that when 

achieved will be the foundation for more sub-WIGs. Eventually, after all sub-WIGS have been 

achieved, the final WIG will be what my colleagues will focus on. The 4DX model will become 

the operating system for my school, and hopefully the entire district. 

With this being said, here is my first sub-WIG: X to Y by WHEN

BY THE 2019-2020 SCHOOL YEAR: ALL GRADE LEVELS 
AND ALL SUBJECT AREAS AT THE JUNIOR HIGH WILL 
USE BLENDED LEARNING AS STANDARD INSTRUCTION 
IN THEIR CLASSROOMS.

THE NINE 6TH-GRADE TEACHERS AT MCGREGOR JUNIOR HIGH 
SCHOOL WILL TEACH AT LEAST ONE BLENDED LEARNING LESSON 
EVERY MONTH BY THE END OF THE 2017-2018 SCHOOL YEAR.



WITHIN THE 4 DISCIPLINES OF 
EXECUTION ARE 5 STAGES OF CHANGE.

GETTING CLEARER 
LAUNCH 

ADOPTION 
OPTIMIZATION 

HABITS



Be a model of focus on the WIG. It is imperative that I 

model the WIG. Currently, I do use the blended learning 

model of instruction in my classroom. I will invite fellow 

teachers to my classroom to see blended learning in 

action. I will also create training videos that help to 

teach blended learning, therefore the teachers will be 

experiencing blending learning and not even realize it 

(at first). 

Stage 1 
GETTING CLEAR



Stage 1 
GETTING CLEAR

Staff will participate in continuous professional development 

provided by instructional technologists, me, or colleagues 

(leveraged behavior). 

Teachers will hold each other accountable when utilizing a 

blended learning tool by reminding each other about blended 

learning strategies and sharing new tools (small outcome). 

Identify high-leverage lead measures. Lead measures are the 

vital behaviors that must occur in order for the 4DX plan to 

succeed. The focus will be on these lead measures:



Stage 1 
GETTING CLEAR

Create a players’ scoreboard. The scoreboard must be simple, easy to 

understand, visible, updated, and display the lead and lag measures. Since 

all 6th-grade teachers are not located in one central location, the best place 

to display the scoreboard would be in the teacher's lounge that is 

frequented daily. I will allow the teachers to design their scoreboard so they 

feel ownership for the results. I will update the scoreboard weekly. I will 

suggest that the teachers use an andon type of scoreboard that shows 

weekly if they are on track towards achieving their goal. The scoreboard will 

measure if teachers were involved in a professional development, if they 

reminded one another to use a blended learning strategy, if they learned

about (or used) a new tool, and if they ultimately taught a blended learning 

lesson. Even though the sub-Wig is one blended learning lesson per month,

this scoreboard will actually encourage the teachers to surpass that goal. 

Since we are the Bulldogs, I will encourage the use of a dog theme. 



Stage 1 
GETTING CLEAR

Schedule WIG sessions at least weekly and hold them. 
Creating a cadence of accountability during WIG sessions is 

important. During WIG sessions, the whirlwind of everyday work 

must not enter the conversation. These weekly WIG sessions 

ideally will be held on Wednesdays after school is over and last 

no more than 20 minutes. Teachers will report on the lead 

measures and what they did to achieve them for the week. I will 

attend these meetings to be sure all 6th-grade teachers are 

coming to the meeting and participating. It might also be a good 

idea to invite other grade-level teachers to observe a meeting to 

understand the workings of a WIG session. The scoreboard will 

be updated immediately following a WIG session.  



Stage 2 
LAUNCH

Recognize that a launch phase requires focus and energy- 
especially from the leader. This stage is where part of my 

innovation plan proposal takes place. In order for me to devote 

the time and effort needed to ensure the launch goes smoothly, I 

am proposing that my stand-alone technology class be eliminated 

so I will be available to help the teachers with bringing blended 

learning into their classrooms. The technology integration will 

occur within the core classes instead of a stand-alone class. The 

use of technology needs to be seamless with instruction so the 

technology "disappears." I will help write and/or deliver blended 

learning lessons until teachers are comfortable with the process 

on their own. 



Stage 2 
LAUNCH

Remain focused and implement the 4DX process diligently. 
You can trust the process. This part of stage 2, I think, will be 

the toughest. Teaching is a very busy profession. I can see 

teachers letting the urgency of the whirlwind get in the way of the 

importance of the WIG. Remaining focused will be tough, 

especially when the time gets closer to the STAAR test and 

teachers are scrambling to cover all the content in the test. I will 

just have to be consistent and persistent that we cannot let the 

whirlwind take over.  



Stage 2 
LAUNCH

Identify your models, potentials, and resisters. At my junior 

high, there are currently nine sixth-grade teachers. The potentials 

are the ones I really need to focus on. They make 60% of the 

teachers and just need a little bit of guidance to become a model. 

Without naming names, I do know who the resisters are. I do 

think the resisters will try to comply with the 4DX model if they 

can see how the kids will benefit from blended learning AND 

when they see "everyone else doing it!" I can count on two of the 

6th-grade teachers to be models for implementing the 4DX plan. 

These two teachers are already using a form of blended learning 

in their classrooms from time to time. 



Stage 3 
ADOPTION

Focus first on adherence to the process, then on the 
results. Again, I will just have to trust the process and not lose 

my focus. The results are the lag measures and you can't do 

anything about them once they have been reported. Just keep 

emphasizing the lead measures (vital behaviors) and the lag 

measure (the WIG) will happen. 



Stage 3 
ADOPTION

Make commitments and hold each other accountable in 
weekly WIG sessions. Every 6th-grade team member must be 

accountable for his/her lead measures. It will be my duty to 

oversee the weekly WIG sessions. If a team member has not met 

his/her goals for the week, I must remain positive and explain to 

them how I understand that the whirlwind is urgent and will try to 

take over. The WIG and the lead measures are just as important 

and every teacher must find a way to adhere to the goals. 



Stage 3 
ADOPTION

Track results each week on a visible scoreboard. Results will 

be posted weekly on the team scoreboard so everyone can "play 

the game." Without a scoreboard, the game becomes just 

practice. 



Stage 3 
ADOPTION

Make adjustments as needed. One thing my former principal 

(who is now the assistant superintendent) always said..."We are 

teachers, we are nothing if not flexible." Making adjustments to 

teacher schedules, daily routines, or improving upon the 

scoreboard if needed will be easy for the 6th-grade team. That is 

one characteristic a good teacher must possess, the ability to be 

flexible. However, do not wavier from the WIG. Do not let the 

whirlwind get in the way. If we are diligent about upholding lead 

measures, change will happen. 



Stage 3 
ADOPTION

Invest in the potentials through additional training and
mentoring. This behavior was touched upon in Stage 2 (the 

launch stage), but repeating it is good because the potentials can 

make or break your execution of the WIG. The potentials make up 

the largest percentage of the teachers. They are also the easiest 

to sway with proper training and mentoring. I will personally train 

teachers on ways to incorporate blended learning into their 

lessons. There are also two model teachers that can help mentor 

the potentials. The instructional technologists for the district 

provide professional development. However, that usually is a sit 

and get session. I will make it my mission to provide ongoing 

professional development to the "potential" teachers. 



Stage 3 
ADOPTION

Answer straightforwardly any issues with resisters and clear 
the path for them if needed. During the weekly WIG sessions, 

each individual is responsible for reporting on his/her goals. If 

there is a resister in the midst, reinforce how important their 

contribution is in order for the team to meet their goals. Adoption 

of 4DX will take time. If I need to personally come up with a 

blended learning lesson plan for the resister teacher to use, then 

that is what I will do. I might need to model an actual blended 

learning session in the teacher's classroom. I will do what is 

necessary to pull the resister at least to potential status. Other 

teachers need to be willing to help out the resister, too. 

Remember, the resister may not be stubborn. He or she may not 

truly understand what to do. That is when more training, 

mentoring, and modeling will come in to play. 



Stage 4 
OPTIMIZATION

Encourage and recognize abundant creative ideas for moving the lead 
measures, even if some work better than others. Recognize excellent 
follow-through and celebrate success. Encourage team members to 
clear the path for each other and celebrate it when it happens. 
Recognize when potentials start performing like the models. I think all of 

these key points can be lumped together because they are so similar. By 

this stage, the team is starting to embrace the 4DX mindset. They now 

realize what it means not only to play the game, but to win the game. Who 

doesn't like winning? As a leader, I can recognize creative ideas with 

structural motivation. This might be in the form of a badge system, leaving 

school half an hour early, or awarding of "hat days"-teachers love those on 

bad hair days! In addition to winning the game, positive recognition is very 

productive if awarded correctly. Soon, the 6th-grade team members will be 

coming up with their own ideas for blended learning lessons. They will be 

excited to share their success stories with others and may even offer to train 

other grade level teachers on blended learning methods. Success is 

contagious. 



Stage 5 
HABITS

Celebrate the accomplishment of the WIG. What good is 

winning the game if the fans can't storm the field? The same goes 

for achieving your WIG! When the WIG is accomplished, there 

must be a celebration. This might be public recognition of the 

successful 6th-grade team, a newspaper article dedicated to their 

accomplishment, a spot in the school's newsletter, or maybe even 

a day off to go visit THE SILOS when there aren't 10,00 people 

there! 

https://magnoliamarket.com/silos/


Stage 5 
HABITS

Move immediately on to new WIGS in order to formalize 4DX as your 
operating system. So, you have achieved your WIG (actually a sub-WIG in 

this case). Don't stop there. 4DX is now part of your whirlwind. Behaviors 

have changed. Even the resisters are embracing the blended learning model 

of instruction. Improvements can always be made. Just take a look at the 
world records for running the mile. Times just keep improving. Now that 

4DX is a standard behavior, the remaining sub-WIGs should be easier to 

attain until the final, ultimate WIG is accomplished. If I know my co-workers, 

they won't stop at one WIG. They will want more success, therefore will 

develop new WIGs and lead behaviors. Once blended learning is the 

standard teaching method at the junior high, we might want to expand our 

goals to the entire district. We might set new wigs, like achieving UIL 

academic competition scores that are 20% higher than the previous year. 

With 4DX in place, the sky is the limit. 

https://en.wikipedia.org/wiki/Mile_run_world_record_progression


Stage 5 
HABITS

Emphasize that your new operating standard is sustained superior 
performance on lead measures. This just means you might be great, but 

you can always get better. Just because you achieved a goal once doesn't 

mean you are done. Superior behavior becomes the norm, it becomes the 

whirlwind. You are winning and want to keep winning. Being a success is a 

good feeling. At first adhering to the lead behaviors may have been a 

challenge, but once they become a habit, it's like breathing, you don't even 

have to think about it. Teachers that struggled to create and deliver a 

blended learning lesson before 4DX will now be the influencers and mentors 

for new staff members. Former resisters and potentials will be the first to 

take a teacher new to blended learning under their wing. 

https://en.wikipedia.org/wiki/Mile_run_world_record_progression


Stage 5 
HABITS

Help individual team members become high performers by tracking and 
moving the middle. The middle refers to the potentials and makes up the 

largest percentage of the 6th-grade team. That is before implementing 4DX. 

The normal curve shifts more to the right as teachers in the middle strive for 

the top. This may happen due to increased training, more motivation, or the 

effect of accountability. As a leader in the blended learning movement, I 

must note what behaviors, training, and rewards moved teachers from the 

middle to the top. Teachers will band together to ensure each member is 

accountable to the team. Eventually the middle part of the curve will be 

replaced with former resisters. After that, the top of the curve will be 

saturated with models that are more than willing to share their methods of 

success with others. Make success and high performance standards a habit. 

https://en.wikipedia.org/wiki/Mile_run_world_record_progression


INFLUENCER MODEL AND 4DX 

The Influencer model and 4DX compliment each other quite well. I wonder if the 

authors have met? I learned about the Influencer model first. Exposure to the 

Influencer model made the 4DX concepts easier for me to understand and grasp. I 

don't believe one concept can survive without the other. I am still not an expert at 

either method, but I do have a much clearer working knowledge of both. I think I 

sort of equate the Influencer model with the heart and the 4DX with the head. 

Again, you can't have one without the other! I foresee that another quest on my 

journey is about to begin. I will do my best to not allow the whirlwind to take over. 

In fact, here is my WIG.... 

From X (Bachelor Degree and technology teacher) to Y (Master of Education 

in Digital Learning and Leading and an Instructional Technologist) by 

December 2018! 
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