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Abstract: 

The plan developed in this paper aims at using The Four Disciplines of Execution to bolster 

bellwork implementation school-wide and create a system of collaboration between departments. 
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Observe Your Way to Success 

 Heritage High School will continue to use common daily bellwork and common monthly 

bellwork assessments to prepare our students for the tests they will be held accountable for to 

graduate with their high school diploma. The implementation of these practices continue to prove 

their effectiveness; however, the targeting of two vital behaviors can boost student achievement 

and culture within the school. To realize the full potential of common bellwork practices, 

teachers must hold themselves and their peers accountable for exemplary implementation and 

collaborate with peers inside and outside their content area. The following steps are based on 

using the model found in The Four Disciplines of Execution: 

1) Realize Your Wildly Important Goal (WIG): Based off the two vital behaviors this plan 

attempts to address, the WIG of this 4DX (Four Disciplines of Execution) plan is, 

“Heritage High School students will score an 90% or higher on their common bellwork 

assessment in the months of March and April.” March and April are the last two monthly 

common assessments of the 2016-2017 school year. There will be six monthly common 

assessments previous to March and April’s. In the time leading up to March and April’s 

assessments, teachers must boost student achievement and engagement by observing their 

peers’ implementation and providing meaningful feedback. Teachers will be completing 

these observations inside and outside their departments to ensure that a culture of 

collaboration and professional growth thrives within the faculty. 

2) Act on Your Lead Measures: The key in this plan will be to use both types of lead 

measures. Small outcomes are defined as, “lead measures that focus the team on 

achieving a weekly result, but give each member of the team latitude to choose their own 

method for achieving it” (McChesney) by The Four Disciplines of Execution. The small 
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outcomes that will be achieved in this plan will be centered around the number of 

observations that teachers complete. Each teacher under this plan will be asked to 

complete at least one bellwork observation every two weeks. Teachers may choose who 

they observe, but will use the first five minutes of their planning period to watch a peer’s 

daily bellwork and provide meaningful feedback through the completion of the school’s 

bellwork implementation rubric. Leveraged behaviors are defined by The Four 

Disciplines as, “lead measures that track the specific behaviors you want the team to 

perform throughout the week” (McChesney). The behavior being targeted is the 

observation of peers outside one’s department or content area. Teachers that observe their 

peers outside of their content area will develop a greater sense of what their peers are 

attempting to accomplish as well as the struggles that come out of varying content areas. 

Students that actively witness emphasis on bettering daily bellwork implementation and 

teachers that work together will put higher stock in daily bellwork and monthly bellwork 

assessments causing them to boost their achievement. 

3) Keep a Compelling Scoreboard: Anyone that has ever played a game, from tag to 

football, knows that a scoring system is the primary driver behind performance. “People 

give less than their best and finest effort if no one is keeping score— it’s just human 

nature. And note the emphasis: People play differently when they are keeping score” 

(McChesney). The scoreboard must create accountability within the players. “There’s a 

remarkable difference between a game where the leader scores the team and a game 

where the players score each other. It means that the team takes ownership of the results. 

It’s their game to play” (McChesney). These concepts play a key role in the creation of 

the scoreboard for this 4DX plan. Currently, administrators observe bellwork 
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implementation. This plan moves the observations into the teachers’ hands. Teachers that 

observe each other will place a higher value on the acts of giving and receiving feedback. 

Teachers that observe each other will place a higher value on what is being observed. 

Simplicity is vital when designing a scoreboard; “In the midst of the whirlwind, 

simplicity is the key to keeping the team engaged” (McChesney). Teachers must have the 

ability to quickly view the scoreboard and determine the results daily. The scoreboards 

for observations will be placed in all buildings’ faculty lounge areas. Score will be kept 

by the teachers in the following way: when a teacher completes an observation he or she 

will write their name on a panther of their content-area specific color and place it on the 

scoreboard. Once the teacher who was observed receives feedback from the observer, the 

observed will write the observer’s name on their content-specific colored panther and 

place it on the scoreboard. This allows for each teacher to gain two panthers (points) with 

every observation. Whomever has the most observations at the end of the month will earn 

a $5 Publix gift card and the department with the most observations at the end of the year 

will earn a pizza party. 

4) Create a Cadence of Accountability: Even leaders need to be held accountable when 

trying to optimize performance. Accountability for this 4DX plan will develop out of 

weekly WIG sessions that will renew the commitments of the WIG, review the 

scoreboards, and make any necessary adaptations within the plan. Teachers perform at a 

more effective rate when they are being held accountable by their peers. This is why 

teacher leaders will be selected out of each building to attend the weekly WIG sessions. 

Each building will choose one teacher to report on that buildings scoreboard and 

performance pertaining to the lead measures of the WIG. These WIG sessions will last no 
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longer than ten minutes and can performed as a stand-up meeting in the quad area or 

cafeteria. This meeting place will ensure that students can observe their teachers coming 

together to ensure their success. 

This plan will create a boost in student achievement and teacher performance. Success within the 

lead goals will result in success in the WIG. The narrow focus on two vital behaviors of 

accountability and collaboration as they relate to bellwork implementation ensures the teachers’ 

ability to maintain their whirlwind while achieving the WIG. Bellwork has proven to boost 

student achievement and a boost in teacher performance and accountability will continue to 

heighten student achievement. Students will score at a 90% on the common bellwork 

assessments in the months of March and April. This WIG will be achieved through properly 

carrying out this 4DX model. 
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