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MESSAGE FROM THE PRESIDENT 
  
Dear Colleagues, 

As you may recall at Fall Convocation, I announced the implementation of the 
FranklinCovey 4 Disciplines of Execution System, also known as the 4DX System. 4DX is a 
proven goal execution model that gives CSN the power to execute our most important goals 
in the face of competing priorities and distractions. It is designed to help us focus on that 
which is most important.  

4DX is a simple and efficient tool to help us collectively and individually feel and be 
more effective in moving the needle in achieving student success. Engaging in the 4DX 
system allows us to achieve the goals and objectives in both our Strategic Plan and Unit 
Plans. This is an all-college endeavor to focus on the most important goals as they relate to 
your unit’s role within CSN and your individual duties and responsibilities. 4DX provides a 
cadence of shared accountability to commit to one simple, individual action that moves us 
closer to achieving our WIGs, Wildly Important Goals, every week. 
 In March 2024, the Executive Team crafted one Breakthrough WIG and three Sub 
WIGs. The four College WIGs are about program completion, unduplicated headcount, 
retention, and equity gaps in course completion. You will see the specific CSN WIGs as you 
read through this support guide. 

Executives and Leaders of Leaders were trained this past spring, and I am pleased to 
report that we successfully trained more than 70 4DX Frontline Team Leaders and Coaches 
in September, with another 50-plus yet to be trained in October. We have received a great 
deal of support and interest in 4DX, and now this fall we will continue training all faculty and 
staff, and Teams will begin drafting their Team WIG (TWIG) that aligns with one of the 
College’s four WIGs and work on their Lead Measures and Weekly Commitments. 

Each team likely has multiple goals in their unit plan. The 4DX model asks each unit 
to focus on one of those already established unit goals. Although all units are not student-
facing, every unit, faculty, and staff member is responsible for student success in a way 
that makes sense for your unit and individual role at CSN. 

I fully support the implementation of the 4DX System and expect the College to fully 
adopt and implement this model to help us achieve our Strategic and Unit Plans and that 
which is most important to us. The CAPE Team has been tasked with leading the 
implementation of 4DX. They have created this Support and Guidance Packet to assist you 
with 4DX. Please review it closely and continue to look for updates from me or CAPE. 

I appreciate your engagement in this process and working diligently every day to 
serve our students and ensure their success. I look forward to seeing your TWIGs in Spring 
2025 and celebrating your achievements with you. 
 
Dr. William “Bill” Kibler 
Acting President 
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EXECUTIVE SPONSORS AND 4DX COACHES 
 

EXECUTIVE SPONSORS 

• Dr. William “Bill” Kibler, Acting President 

• Dr. James McCoy, Vice President of Academic Affairs 

• Dr. Juan Avalos, Vice President of Student Affairs 

• Dr. Sonya Pearson, Vice President, Charleston Campus 

• Dr. Clarissa Cota, Vice President, N. Las Vegas Campus 

• Dr. Rebecca Gates, Interim Associate Vice President, Henderson Campus 

PRIMARY 4DX COACHES* 

• Ayesha L. Kidd, Lead Coach and Associate Vice President, Organizational 
Development and Effectiveness 

• Dr. Bob Ngo, Data Coach and Director of Institutional Research 

• Dr. Shari Peterson, Coach and Director of Assessment 

• Jyoti Senthil, Coach and Strategic Plan Coordinator 

• Chuck Dobbs, 4DX Portal Coach and Sr. Specialist, CAPE 

• Shannon Gilliland, Coach and Sr. Specialist, CAPE 

*The College has additional coaches; each team will be assigned a 4DX Coach in 
mid-October 2024. 

 

WHAT IS 4DX? 
 

Simply put, the 4 Disciplines of Execution (4DX) is an approach for executing our 
most important priorities and goals. 

4DX is an operational and behavioral framework that focuses the entire college’s 
efforts on one Wildly Important Goal (WIG). A WIG is a goal essential to fulfilling the 
College’s mission or strategy. 4DX is a set of proven practices, or a framework, which 
emphasizes executing goals, despite the “whirlwind” of our day-to-day operations 
and responsibilities. 4DX engages all of our faculty and staff in creating Team WIGs 
and collectively working together to accomplish them. 
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WHY IMPLEMENT 4DX AT CSN? 
 

Many colleges that have implemented 4DX are witnessing the positive impact that 
4DX has on student success and the student experience. Through 4DX every 
employee has the opportunity to recognize and articulate their direct commitment to 
the success of our students as well as directly engage in our students’ success. 4DX 
when woven into the college’s culture becomes a tool that fosters an environment 
where employees become more intentional in their daily interactions and behaviors 
regarding student success. CSN believes it is important to implement 4DX at all 
campuses and sites to assist leaders, staff, and faculty with focusing their efforts on 
the most wildly important endeavor and work collectively and intentionally to 
achieve the WIGs.  

The Maricopa Community Colleges District believed it was important to implement 
4DX at all ten colleges to provide a tool and approach for assisting colleges to 
achieve their most important priorities and goals. San Antonio College, part of the 
Alamo Colleges District, is a college that attributes much of its progress in improving 
student success and completion to the 4DX approach. San Antonio College won the 
2021 Aspen Prize for Community College Excellence. 

The CSN Vision states, “The College of Southern Nevada is recognized as a leader 
among community colleges in fostering student success, shared governance, and 
performance excellence.” We will be fulfilling our vision when we are wildly 
successful at the 4DX model and become the leader among community colleges. 
Wouldn’t it be nice to add the Aspen or Baldridge Award for education to our legacy 
of success? 

 

WHY EXECUTION FAILS 
Have you ever arrived at work ready to start on your To Do List that you have been 
building in your mind since you woke up, only to be derailed by a phone call, an 
email, or someone standing in your office doorway or at your desk, saying, “Do you 
have a few minutes?” And two hours later something or someone else keeps you 
moving in a different direction other than the one you envisioned you would be on 
when arriving at work. None of these things are wrong or bad, and in fact, they are 
actually part of your job and responsibilities, yet you feel less than productive when 
you leave for the day haunted by the tasks on your To-Do-List that you never got to. 
That seems to happen more often than we want…it’s the Whirlwind that we get 
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sucked into and spun around until we’re flung out at the end of the day, spent, and 
sighing about all we didn’t get done.  

 

 

 

 

Implementing 4DX provides the institution, collectively and individually, focus to set 
and achieve goals, and accountability to keep us consistent and maintaining a 
weekly cadence that sets us up for success in a way that the whirlwind does not. We 
cannot completely escape the whirlwind and the stroke of the pen decisions, yet we 
can utilize the 4DX model to track an item on our To-Do-List to ensure it gets done 
and progress is made weekly. When we get pulled into the whirlwind it may take us 
three or six months to accomplish a goal or task because our focus is regularly 
disrupted and there is no regular accountability. 

 

 

 
  

“Execution does not like complexity. 
Execution loves simplicity and transparency.” 

 

– Chris McChesney, Author of The 4 Disciplines of Execution 
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BENEFITS TO CSN 

• Increases our opportunity to achieve our Mission and Vision. 

• Collectively, we achieve the Strategic Plan and our Unit Plans. 

• Engages all staff and faculty at all levels in the work of achieving that which is 
most important to CSN. 

• We get to focus on less to achieve more. 

• The Digital and Physical Scoreboards provide a real-time visual of our progress 
on a weekly cadence and not just by semester or annually. 

• Early identification of potential obstacles provides better opportunity to adjust 
goals and continue making progress. 

• Team Huddles create team cohesion and synergy which creates more 
efficiency and better productivity. 

• When you are more effective you feel a greater sense of pride in your work and 
the Mission of CSN. 

• More pride in your work creates better service to students, colleagues, and the 
community. 

• Better service creates a better reputation which leads to more students 
choosing CSN which creates more revenue and longevity in the marketplace. 
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WHAT ARE CSN’S MOST WILDLY IMPORTANT GOALS (WIGS)? 
 

In March 2024, CSN established four wildly important goals for the College to 
achieve. See Appendix B for a copy of the CSN WIG Poster. 

 

1 BREAKTHROUGH WIG 
Increase certificate and degree completions from 4,673 to 6,000 by June 30, 2029. 
 

3 SUB WIGS 
A) Increase annual unduplicated headcount from 41,058 to 41,160 by June 30, 

2029. 

B) Increase retention for all students Fall-to-Fall from 43% to 53% by June 20, 2029. 

C) Eliminate equity gaps in successful course completion by 74.7% to 89.7% by 
June 30, 2029. 

(Data provided by CSN Institutional Research.) 
 

TWIG – TEAM WIG 
Each Team constructs one TWIG to focus on and achieve. A TWIG is designed to align 
with one of CSN’s four WIGs based on the unique role and responsibilities of that 
Team. 
 

HOW WERE CSN’S WIGS CRAFTED? 
The CSN Mission, Vision, and Strategic Plan, the expectations and recommendations 
of the Northwest Commission for Colleges and Universities (NWCCU) and the Board 
of Regents, and the Nevada System of Higher Education (NSHE) goals were all 
considered in crafting the CSN WIGs. 

In 2021, CSN established a long-term relationship with the FranklinCovey Company 
to for leadership development to bring the College to this point of implementing the 
4DX model to achieve our most important priorities and goals. In Spring 2022, the 
Executive Leaders spent two days attending the 7 Habits of Highly Effective People 
training. The following Spring 2023, the Directors and above attended 7 Habits, and 
that summer the Executive Leaders attended the 4 Essential Roles of Leadership, 
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another 2-day training. Both 
of these trainings set the 
foundation for self and team 
accountability, trust, time 
management, synergy, 
strategy, and goal 
execution. All along the 
purpose was to prepare 
CSN to launch the 4DX 
model. 

In March 2024, the 
Executive Leadership Team 

received the 4DX training and crafted the 4 College WIGs. As a community college, 
our mission of student success is obvious, so it is no surprise the Breakthrough WIG 
is about increasing completions of degrees and certificates. The numbers are based 
on current completions and what the leaders believe we can achieve by June 2029. 
Community colleges across the nation struggle with low graduation rates, we do not 
wish to be one of them any longer. Before 2019 CSN’s graduation rate was below 
10%, (not even double digits), today in 2024, with your help our graduation rate has 
risen to over 17%. However, that is not even the national average of 33% for 
community colleges, which is still a very low percentage. We have to focus on 
completions for the number to grow to what it could be…what it should be, based on 
the number of enrollments and students attending CSN.  

The three Sub-WIGs were created from areas of opportunity to support the primary 
goal of increasing completions. In May 2024, the remaining executives in all divisions 
received the 4DX training, and the 4 WIGs were shared with them. Team Leaders are 
the next group to be trained in the 4DX Model and begin the path to implementation. 

Our four College WIGs align with our Achieving the Dream (ATD) focus to close equity 
gaps in higher education and the national model for Guided Pathways to demystify 
the path to program completion and improve retention and graduation rates. 
However, 4DX is not a model that can be achieved strictly by the work of leaders, it 
requires the weekly commitment of each team member to follow through on one, 
simple action toward the achievement of the Team WIG (TWIG). 4DX is not meant to 
be complicated or cumbersome. 4DX is a tool that focuses every member of the 
college on one wildly important goal to witness real-time faculty and staff 
engagement and intentional efforts to move the needle weekly on what we have said 
is most important to us. 4DX causes us to rethink how we do our work, narrow our 
focus, firm our commitment to be more effective, and increase student success.   
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WHAT ARE THE 4 DISCIPLINES OF EXECUTION? 
 

Discipline 1:  Focus on the Wildly Important Goal 
The first discipline emphasizes that we focus on less to accomplish more. While it 
may seem counterintuitive, research has shown that the more goals an organization 
has, the less they are likely to achieve with excellence. Thus, we have a Wildly 
Important Goal, or WIG, that rallies all of our efforts towards this common goal. 

 

Discipline 2:  Act on the Lead Measures 
There are two types of goal measures: Lags and Leads. We have spent most of our 
time focusing on Lag Measures—completion, retention, and enrollment, to name a 
few. Lead Measures challenge us to think differently. Lead Measures predict 
achievement of the lag measure and are influenced by those doing the work. A 
common example of a goal and Lag Measure is weight loss. Some Lead Measures 
(those things that predict weight loss and are influenced by those trying to lose 
weight) may include caloric intake and minutes exercising. When we start measuring 
the Lead Measures, we start seeing our work differently. 

 

Discipline 3:  Keep a Compelling Scoreboard 
Have you ever been on a team and had no idea if you were winning or losing? Having 
a team scoreboard engages all team members by ensuring they can see the direct 
impacts of their actions on achieving the goal. A Scoreboard is created by the Team 
for the Team to support the weekly cadence of accountability. 

 

Discipline 4:  Create a Cadence of Accountability 
The fourth discipline is where execution actually happens. The first three disciplines 
set up the work, but the fourth discipline is all about getting it done. Each team hosts 
weekly Team sessions or Huddles, which are different from most meetings you 
normally attend. Team Huddles are quick 10–15-minute meetings that follow a 
specific format to keep teams moving towards achieving their goal. 

 

See Appendix A for an alphabetical list of 4DX Terminology and Definitions. 
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WHO WILL BE INVOLVED? 
 

Launching the 4DX Management System is an all-college endeavor. Therefore, all 
CSN staff and faculty are expected to adopt and implement the 4DX Model.  

 

Executive Sponsors: 

• Attended training to understand the 4DX model, 

• Collaborated with senior executives to determine the 4 CSN WIGs,  

• Will support and encourage their Teams to implement 4DX, and  

• Will support, promote, and provide resources for implementation. 

 

4DX Coaches: 

• Attended training to understand the 4DX Model, 
• Will be assigned to several Teams in mid-October 2024, 

• Will support and guide the Frontline Team Leaders as they share the 4DX 
model with their Team. 

• Will coach their assigned Teams through the TWIG and Lead Measure creation 
process,  

• Meet weekly to stay informed and receive guidance from FranklinCovey, and  

• Will provide coaching to their assigned Teams for up to eighteen months. 

 

Leaders of Leaders: 

• Attended training to understand the 4DX model, 

• Will support and encourage their Teams to implement 4DX, 

• Will host their weekly Team Huddle, and 

• Will review the progress of their Teams in the 4DX Portal. 
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Frontline Team Leaders will: 

• Attend training to understand the 4DX model, 

• Train their Team Members on the 4DX model, 

• Guide their Team through the TWIG and Lead Measure creation process, 

• Host their weekly Team Huddle, 

• Receive weekly accountability updates from each Team Member,  

• Make sure the Team’s Physical Scoreboard is updated weekly,  

• Attend their leader’s Team Huddle to report on how their Team is progressing, 

• Support and encourage the Team to achieve their TWIG, and 

• Update the Team’s progress weekly in the 4DX Portal. 

 

 

 

 

 

 

 

 

 

 

Individual Team Members will: 

• Collaborate with other Team Members to draft the TWIG and Lead Measures, 

• Collaborate to draft the Team’s Physical Scoreboard, 

• Commit to achieve their weekly commitment,  

• Attend the weekly Team Huddle, 

• Share their weekly progress in achieving their commitment/behavior to help 
achieve the Team and Individual Lead Measures, 

• Help keep the Team’s Physical Scoreboard updated weekly, and  

• Support and encourage the Team’s progress.  
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TIMELINE FOR LAUNCHING 4DX 
 

What Has Already Occurred 

• May 2022 – July 2023 – Directors+ received training to prepare for 4DX – 7 Habits 
of Highly Effective People and 4 Essential Roles of Leadership. 

• March 2024 – Sr. Executives were trained in the 4DX System & crafted the 4 CSN 
WIGs. 

• May 2024 – Leaders of Leaders were trained in the 4DX System. 

• September 2024 – Frontline Team Leaders were trained, and Additional 
Resources became available to all Leaders, Team Leaders, and Team Members. 

 

Fall 2024 through Spring 2025 

• October 2024 – Frontline Team Leader training continues, Team structure is built 
within the 4DX Online Portal, and Teams are assigned a 4DX Coach. 

• October 2024 – January 2025 –Teams draft TWIG, Lead Measures, and Physical 
Scoreboard. 

• February 2025 – Frontline Team TWIG Review – 15-minute presentations of TWIGs 
and Lead Measures by each Team. 

• March 2025 – Official launch of Accountability for the TWIGs and Lead Measures. 

• To Infinity & Beyond - 4DX is our new way of life for achieving our WIGs. 

 

HOW DOES IMPLEMENTATION WORK FOR TEAM LEADERS AND TEAMS? 
Frontline Team Leaders will meet with their Team several times to craft their TWIG 
and Lead Measures. Team Members will work collaboratively to brainstorm ideas 
and flush out their one TWIG and Team Lead Measure and Individual Lead Measure. 
The Team’s assigned 4DX Coach should be invited to these meetings to help guide 
the process and coach the team.  
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4DX RESOURCES FOR LEADERS OF LEADERS AND TEAM LEADERS 
 

VIDEOS BY THE AUTHOR, CHRIS MCCHESNEY 
Videos can also be found in the CAPE Platform in the Documents and Videos 
Explaining 4DX – Checkpoint. The videos below feature the primary author of 4DX, 
Chris McChesney: 

• Watch –  4DX in a Nutshell (5 min, 47 sec) 

• Watch – The 4DX System for Leaders of Leaders (5 min, 28 sec) 

• Watch – Execute in Uncertainty and Complexity (4DX in Higher Education) 
(8 min, 35 sec) 

• Watch – November 4DX Monthly – Creating Engagement in a Remote Work 
Environment (6 min, 11 sec) 

• Watch – The 5 Execution Traps – 4DX Monthly Feb (6 min, 55 sec) 

 

ONLINE TRAINING COURSES IN THE CAPE PLATFORM 
Search the CAPE Platform for training items to assist you; use “4DX” as a search 
term. Created learning items are: 

• 4DX @ CSN Overview for All Staff and Faculty (20 min) 

• Documents and Video Links Explaining 4DX - Checkpoint 

Note: You must be logged into CSN to access these training items. 

 

DOCUMENTS IN THE CAPE PLATFORM 
In the CAPE Platform, you will find a Checkpoint entitled – Documents and Video 
Links Explaining 4DX – Checkpoint. The Checkpoint contains multiple items to assist 
you with the 4DX implementation and socializing of your Team. 

• 4DX Support and Guidance Packet (this document) 

• 8-page executive summary of the 4DX book in a PDF and audio file. 

• A list of suggested 4DX videos to watch on YouTube.com with the links (see 
Appendix C). 

• Article – 4 Disciplines of Execution – 5 Things Educators Get Wrong.  

https://www.youtube.com/watch?v=mP7sq_tGZj8
https://www.youtube.com/watch?v=3qOUcoZlCrI
https://www.youtube.com/watch?v=udoiAwaVQW8
https://www.youtube.com/watch?v=rYMcEeJMxOc
https://www.youtube.com/watch?v=rYMcEeJMxOc
https://www.youtube.com/watch?v=VQW2SsZbBxc&t=30s
https://capemylearning.bridgeapp.com/learner/courses/b38ac83a/enroll
https://capemylearning.bridgeapp.com/learner/checkpoints/913
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FRANKLIN COVEY RESOURCES 

• Franklin Covey All Access Pass – All Directors and above and officially 
identified 4DX Frontline Team Leaders have access to the FC All Access Pass 
which gives the leader access to the entire FranklinCovey library of online 
trainings, which include 7 Habits for Highly Effective People, the 4 Essential 
Roles of Leadership, the Speed of Trust, 4DX, and other topics on goal 
execution, conflict management, communication, listening, coaching others, 
providing feedback, and so much more.  

In addition, everyone with an All Access Pass receives a weekly newsletter 
with micro-trainings, videos, articles, and or tips for leading others. CAPE 
highly recommends leaders utilize this excellent online source for 
professional development. 

• View FranklinCovey 4 Disciplines of Execution Website 

• FranklinCovey 4DX Online Portal – All officially identified 4DX Frontline Team 
Leaders and their leaders have access to the 4DX Online Portal to see real-time 
updates on TWIG and Lead Measure progress. Training for the 4DX Portal will 
begin in January 2025. The Portal will be available in March 2025. 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

  

https://csn.allaccesspass.com/
https://csn.allaccesspass.com/
https://www.franklincovey.com/the-4-disciplines/
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SAMPLES OF TEAM WIGS AND LEAD MEASURES 
 

STUDENT AFFAIRS DEPARTMENTS 
Advising/Career Services Department  

• TWIG: Increase the number of new students connected to a Field of Interest 
Advisor from 0% to 90% by July 1, 2026. 

• Lead Measures: 

o Team: The team will complete 60 intentional conversations and personal 
introductions to students per week and if the student is unassigned, will 
appropriately assign the student in SIS. 

o Individual Team Member: Each member will complete 10 intentional 
conversations and personal introductions to students per week and if the 
student is unassigned, will appropriately assign the student in SIS. 

 

Financial Aid Department 

• TWIG: Increase the number of Federal Aid recipients from 3,704 to 3,890 by 
June 30, 2028. 

• Lead Measures: 

o Team: The team will contact 190 students per week who have not applied 
for Financial Aid, have an incomplete file, or are at risk of losing eligibility. 

o Individual Team Member: Each member will contact 10 students per week 
who have not applied for Financial Aid, have an incomplete file, or are at risk 
of losing eligibility. 

 

Student Recruitment Department 

• TWIG: Increase the number of first-year underrepresented male student 
enrollment from 447 (5-year average) to 536 by August 17, 2025. 

• Lead Measures: 

o Team: The team will devote 6 hours per week to specific activities 
developed by the team to intentionally reach the goal. 

o Individual Team Member: Each member will devote 2 hours per week to 
activities developed by the team to intentionally reach the WIG and Lead 
Measure.  
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American Indian Program 

• TWIG: Increase the retention rate of Native American students from 58% to 
61% by June 30, 2025. 

• Lead Measures: 

o Team: The team will complete 15 outreach actions per week that were pre-
approved by the team. 

o Individual Team Member: Each team member will complete 3 outreach 
actions per week that were pre-approved by the team. 

 

ACADEMIC AFFAIRS DEPARTMENTS 
Chemistry Department 

• TWIG: Increase Chemistry student successful course completion with equity 
for the Spring 2024 semester from 66.54% to 69.54% by October 31, 2027. 

• Lead Measures: 

o Team: The team will complete 10 high-impact practices from a pre-
approved shortlist maintained by the department each week. 

o Individual Team Member: Each member will complete one high-impact 
practice from a pre-approved shortlist maintained by the department each 
week. 

 

English, World Languages, and Journalism (EWLJ) Department 

• TWIG: Increase subsequent course enrollment from EWLJ’s four gateway level 
courses semester-to-semester from an average of 55.5% to 60.5% by July 15, 
2026. 

• Lead Measures: 

o Team: The team will devote two hours per week to student support and 
communications centered on retention and re-enrollment from approved 
actions in the department document on lead measures. 

o Individual Team Member: Each member will devote twenty minutes per 
week to student support and communications centered on retention and re-
enrollment from approved actions in the department document on lead 
measures. Actions will be recorded in a Google document and reported on 
each week. 

 



4DX Support & Guidance Packet 19 9-30-2024 

Mathematics, Computer Science, and Engineering (MCSE) Department 

• TWIG: Increase MCSE student successful course completion from 57.1% to 
65% by October 31, 2025. 

• Lead Measures: 

o Team: The team will complete 42 actions from the Loss Momentum 
Framework category each week. 

o Individual Team Member: Each member will complete 2 actions from the 
Loss Momentum Framework category each week. 

 

 

 

 

 

 

 

 

 

 

 

 

 

ADMINISTRATIVE DEPARTMENTS 
Media Innovation Group (IT) Department 

• TWIG: Increase software update schedule from 0 to 138 classrooms by August 
1, 2025. 

• Lead Measures: 

o Team: The team will complete software updates of 8 classrooms per week. 

o Individual Team Member: Each member will complete software updates of 
2 classrooms per week. 
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Facilities/Maintenance Department 

• TWIG: Increase maintenance of learning environments from 2600 to 4600 
spaces by August 1, 2026. 

• Lead Measures: 

o Team: The team will complete 20 inspections per week using checklists to 
ensure functionality and safety. 

o Individual Team Member: Each member will complete 4 inspections per 
week using checklists to ensure functionality and safety. 

 

Advancement Department 

• TWIG: Increase the number of Scholarship Sponsors from 0 to 18 by 
September 1, 2023. 

• Lead Measures: 

o Team: The team will complete 4 intentional activities to secure sponsors 
per week as developed by the team. 

o Individual Team Member: Each member will complete 2 intentional 
activities to secure sponsors per week as developed by the team. 

 

Business Office Department 

• TWIG: Increase the number of financially literate units from 4 to 60 by 
December 31, 2025. 

• Lead Measures: 

o Team: The team will meet with 6 units and/or 10 employees per week to 
increase financial awareness in the following categories on the approved 
list developed by the team. 

o Individual Team Member: Each member will contact 1 unit and/or 3 
employees per week to increase financial awareness in the following 
categories on the approved list developed by the team. 
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Professional Development and Learning Center 

• TWIG: Increase professional development offerings for part-time faculty and 
staff from 2 offerings to 10 offerings by July 15, 2024. 

• Lead Measures: 

o Team: The team will create 7 learning items from an approved team list for 
part-time staff and faculty 

o Individual Team Member: Each member will create 2 learning items from 
the approved team list for part-time staff and faculty. 
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STEP-BY-STEP PROCESS FOR CREATING A TWIG 
 

Step 1 – Frontline Team Leader (FTL) explains the 4DX Management System to 
their Team 

• FTL uses the information gathered from training, this packet, and other 
resources to explain 4DX. 

• FTL shares The 4 Disciplines of Execution in a Nutshell video by author, Chris 
McChesney. 

Step 2 – Team embarks on a brainstorming session to write down every idea 
verbatim for potential TWIGs 

• The FTL DOES NOT just create the TWIG. The Team Members create the TWIG. 

• Every Team Member must participate in this process. 

• Review your Unit Plan together. 

• Discuss what goals in the Unit Plan already align with one of CSN’s 4 WIGs. 

• Write down every idea, DO NOT judge any idea a Team Member shares. 

• Number each idea – 1, 2, 3, 4, … 

Step 3 – Plot every idea onto the X-Y Scatter Plot Graph using the numbers of the 
ideas (example below). 

 

 

 

 

 

 

 

 

 

 

  

Size of Gap to Close 

Impact 
of the 
Goal 

High 

Low High 

Potential TWIG 
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Questions to Evaluate Each Idea and Place It on the Graph: 

1. What is the impact of the goal idea? 

2. How big is the gap in achieving the goal? 

3. Is the idea something we used to achieve, but have difficulty or lack focus in 
getting it done? 

Step 4 – Select the 1-2 potential TWIGs to flush out 

• Potential TWIGs are the ideas that land in the top-right corner of the Scatter 
Plot – closest to the10-10 axis. 

• Circle these ideas on the graph. 

Step 5 – Put every idea through the Team WIG Test by answering these 4 questions: 

1. Impact/Gap – Does the potential TWIG directly impact or influence one of 
CSN’s 4 WIGs (increase program completion, headcount, or retention, or 
decrease equity gaps in course completion)? 

2. Measurable – Does the potential TWIG have a credible and readily available 
way to measure? 

3. Influence – Can the potential TWIG be influenced (80% or higher) by the Team 
(or with the addition of WIG Team members from other areas)? 

4. Team Engagement – Is the potential TWIG challenging yet winnable for the 
Team?  

a. Does it require special focus to accomplish, or would it be accomplished 
in the whirlwind without special focus? 

b. Is the Team excited about accomplishing the potential TWIG? 

Step 6 – Take the top 1- 2 ideas and write them in proper WIG format 

•                            Action                                                                       from                 X              X                    
to                  Y                  by                       a specific date           . 

• Start with an Action Statement. 

• Followed by the Starting Line (X) measurement. 

• Followed by the Finishing Line (Y) measurements. 

• Close with a specific Deadline date (month, day, year).  

• Only use this format to create your Team WIG. No other format will be 
accepted in February 2025.  
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STEP-BY-STEP PROCESS FOR CREATING LEAD MEASURES 
 

Step 1 – Team embarks on a brainstorming session to write down every idea 
verbatim for potential Lead Measures based on the 1-2 possible TWIGs selected in 
the TWIG creation process. 

• The FTL DOES NOT just create the Lead Measures. The Team Members create 
the Lead Measures. 

• Every Team Member must participate in this process. 

• Review your Unit Plan to find ideas about Action steps or behaviors that you 
have already determined will help the team achieve the Unit Plan goals. 

• Write down every idea, DO NOT judge any idea a Team Member shares. 

• Number each idea – 1, 2, 3, 4, … 

Step 2 – Plot every idea onto the X-Y Scatter Plot Graph using the numbers for the 
ideas (example below). 
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Questions: to Evaluate the Potential Lead Measures 

1. Is this idea predictive of the TWIG – will it help us achieve the TWIG? 

2. Is this a habit we already have? 

Step 3 – Select the 2 potential Lead Measures to flush out 

• Potential Lead Measures are the ideas that land in the top-right corner of the 
Scatter Plot – closest to the10-10 axis. 

• Circle these ideas on the graph. 

Step 4 – Put every idea through the Lead Measure Test by answering these 5 
questions: 

1. Predictive – Is the potential Lead Measure predictive of the TWIG success? 

2. Measurable – Can the potential Lead Measure be influenced daily or weekly by 
the Team (at least 80% of it)? 

3. Current Habit – Is the potential Lead Measure a new behavior or chronically 
inconsistent behavior (versus a current Team habit)?  

4. 4 Required Components – Does it contain the 4 Components of a proper Lead 
Measure – Verb (action), Focus, Consistency, and Quality? 

5. “Scoreboardable” – Is the potential Lead Measure recordable if completed by 
a Team Member by the end of a week?  

Step 5 – Write the top 1-2 ideas with the 4 Required Components for a proper 
Lead Measure found in Step 4. 
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FINALIZING THE TWIG & LEAD MEASURES – DECISION TIME 
 

After narrowing all ideas into 1-2 TWIGs and 1-2 Lead Measures it’s now time to 
finalize firm drafts of your 1 TWIG with a corresponding Team Lead Measure and 
Individual Lead Measure. 

• Share your firm draft with your assigned 4DX Coach. 

• In December 2024, the TWIG and Lead Measure Form/Survey will be sent to 
Frontline Team Leaders to complete and return to CAPE by December 31, 
2024. 

• Prepare your selected TWIG and Lead Measures to present at the Frontline 
Team Review Presentation in February 2025.  

• Start thinking about what your Physical Scoreboard may look like and be ready 
to share that idea, as well. CAPE does not recommend creating the actual 
Scoreboard until after the Team Presentation in February 2025, just in case 
there are some tweaks to TWIGs and Lead Measures. 

• The Team should be ready to formally present by February 1, 2025. 
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SAMPLE FORM FOR TEAM WIGS AND LEAD MEASURES 
 

This form will be sent to each Team in December 2024 in the form of a survey to 
submit the firm drafts of their TWIG and Lead Measures. 

Sample Team WIG: 

• Student Facing TWIG – Develop and implement a diversity strategic plan from 
0% to 100% by September 30, 2025. 

• Non-Student Facing TWIG – Implement an annual schedule of maintenance to 
upkeep the physical buildings from 5 buildings to 30 buildings by June 30, 
2025. 

 

PROPER WIG STATEMENT FORMAT 
(Only use this format to create your Team WIG.) 

 

                           Action Statement                                                          from                 X              X                    
to                  Y                  by                       a specific date           . 

• Start with an Action Statement. 

• Followed by the Starting Line (X) measurement. 

• Followed by the Finishing Line (Y) measurements. 

• Close with a specific Deadline date (month, day, year).  

 

TEAM WIG – Write out the selected Team WIG. 

 

 

 

Which CSN WIG does this TWIG align to? 
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TEAM LEAD MEASURE – Write out the 1 Statement that supports achieving the Team 
WIG that the whole Team will accomplish together. 

 

 

 

INDIVIDUAL LEAD MEASURE – Write out 1 Statement that supports achieving the 
Team WIG that an individual Team Member can accomplish on their own. 

 

 

 

WEEKLY COMMITMENTS – These are Lead Measures, however if you have various 
different roles on your Team, it may be helpful to breakdown the Individual Lead 
Measure into practical actions to include 1-2 actions for every Team Member and the 
varying roles. So, you can create 2 – 20 statements to further define the Individual 
Lead Measure so everyone on the Team has a way to contribute to the achieving the 
Team Lead Measure and TWIG. 

 

# List of Approved Weekly Commitments 

1.  

2.  

3.  

4.  

5.  

 

At what Campus does your Team want to present their TWIG and Lead 
Measures? 
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THE 4DX PORTAL FOR TRACKING TEAM SUCCESS 
 

The 4DX Online Portal is a software designed to track Team 
progress in achieving the TWIGs and Lead Measures. The 
Portal uses a Red, Yellow, Green system to indicate how a 
Team is doing. Our goal is to “Stay in the Green.”  

 

During the fall 2024, CAPE is building the Team structure in 
the Portal. Portal training will be provided by CAPE in 
early 2025 to all Leaders, including Frontline Team 
Leaders. 

HOW TO STAY IN THE GREEN 
The obvious ways to stay in the green: 

• Every Team Member completes their Weekly 
Commitment every week. 

• Host the weekly Team Huddle every week. 

• Frontline Team Leader marks the completions in the Portal every week. 

 

Other ways to stay in the green: 

• If a Team Member is on leave to make sure they are marked as out of the office, 
because they are not expected to participate while on leave. 

• Pre-appoint a Team Member to stand in for the Frontline Team Leader to host 
the Team Huddles when the Team Leader is on leave. 

• If the Team experiences challenges reach out to your assigned 4DX Coach, the 
Team’s senior executive, and/or the Lead 4DX Coach in CAPE for assistance 
and support. 

• Let CAPE know when Team Members term from CSN or are hired to the Team 
so the 4DX Portal can be updated. All new Team Members will be assigned the 
4DX @ CSN Overview online course starting in November 
2024. 

Remember this is our new way of life moving forward, and 
successful achievement of our WIGs is contingent upon a full and 
consistent effort from every Team Member.  
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FOR ADDITIONAL INFORMATION AND GUIDANCE 
 

For Additional Information: 

• Check the CAPE Platform for 4DX Resources and Trainings – search 4DX. 

• Access the 4DX Teams Channel in MS Teams - available in mid-October 2024. 

• Use the 4DX tile in GoCSN for additional resources – available in late October 
2024. 

• Visit the CSN 4DX website available in January 2025. 

• Contact the CAPE Office at CAPE@csn.edu or (702) 651-5685. 

 

 

  

https://teams.microsoft.com/l/team/19%3AW1lWRdkjpkPxRikJ01egqmrGSIXUGwLNP69uBpIuEeA1%40thread.tacv2/conversations?groupId=639c7aa7-062f-49ee-91c7-cd450dc49e37&tenantId=df35d574-9fba-48ce-a073-737868d77a48
https://go.csn.edu/LoginPolicy.jsp
mailto:CAPE@csn.edu
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APPENDIX 
 

APPENDIX A – 4DX TERMINOLOGY AND DEFINITIONS (alphabetical list) 

The following terms are associated with 4DX and part of our new vocabulary. 
Consistent and wide use of these terms will show effective adoption of the 4DX 
System. Please use these new terms as often as possible. 

 

4DX Coach – a CSN individual who guides and supports the Team in creating and 
achieving their TWIG and Lead Measures 

4DX Portal – an online database that captures weekly the Team’s progress towards 
achieving their TWIG and Lead Measures; updated by the Frontline Team Leader. 

Executive Sponsor – an executive who supports and promotes the 4DX system and 
holds CSN accountable for achieving the WIGs 

FranklinCovey Coach – 4DX external Coach provided by FranklinCovey to guide the 
internal 4DX Coaches and Executive Sponsors weekly. 

Frontline Team – made up of Team members and the Frontline Team Leader.  

Frontline Team Leader (FTL) – an individual selected to help hold the Team 
accountable and report weekly on goal achievement, may/may not be the immediate 
Team supervisor 

Lag Measure – a goal, what you ultimately want to achieve – WIG or TWIG. 

Lead Measure (LM) – a behavior or action that helps to achieve the TWIGs, achieved 
by Teams and individual team members; each Team will have a Team Lead Measure 
and an Individual Lead Measure. An Individual Lead Measure is also known as a 
Weekly Commitment. 

Leader of Leaders – an executive and/or supervisor who oversees and supports 
multiple Frontline Teams. 

Scoreboard – a way to keep track of individual and Team progress in achieving the 
Lead Measures; Teams have a Physical Scoreboard kept in the unit’s physical space 
& a Digital Scoreboard updated by the Frontline Team Leader in the 4DX Portal. 

Stroke of the Pen – decisions that you have to follow and implement made by an 
administrator, NSHE, Board of Regents, or the State of Nevada. 
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Team Huddle – 10-15-minute weekly check-in hosted by every Frontline Team and 
up the organization based on who that Frontline Team Leader reports to in the 4DX 
structure: 

• Each Team Member shares if they achieved their Weekly Commitment 
(action/Lead Measure), 

• Each Team Member shares their new Weekly Commitment, and  

• The Team updates their Physical Scoreboard. 

The Frontline Team Leader will also attend their Leader’s Team Huddle to report on 
how the Team is progressing. 

TWIG – a Team’s Wildly Important Goal, each Team will have one TWIG at a time that 
they are tracking through the 4DX model. 

Weekly Commitment – individual action or behaviors, also known as a Lead 
Measure. 

Whirlwind – the dynamics of being controlled/spun by the need of the moment or 
day, likely to cause you to get off track from what you intended to accomplish that 
day; Consists of: 

• Urgent items and crises, 

• Cries for your immediate attention, and 

• Your existing work, projects, and daily responsibilities. 

WIG – Wildly Important Goal – Breakthrough or Primary WIG and Sub-WIGs. Sub-
WIGS support the Breakthrough WIG. 
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APPENDIX B – CSN WIG POSTER 
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APPENDIX C – LINKS FOR ADDITIONAL VIDEOS ABOUT 4DX 
 

Below are links to videos* about The 4 Disciplines of Execution (4DX) that feature Chris 
McChesney, the primary author of the book, explaining various aspects of the 4DX 
model and tips for successful adoption and implementation. We hope you find the 
videos helpful. Please share these links with others. 

 

• The 4 Disciplines of Execution in a Nutshell 
Chris McChesney – February 10, 2017 (5 min, 46 sec) 

• The 4DX System for Leaders of Leaders 
FranklinCovey – December 15, 2022 (5 min, 28 sec) 

• 4DX – Discipline 1 – Focus on the Wildly Important Goal 
Raiser Resource Group – May 7, 2019 (2 min, 15 sec) 

• 4DX – Discipline 2 – Act on the Lead Measures 
Gilbert M. Muneka – March 15, 2021 (5 min, 30 sec) 

• 4DX – Discipline 3 – Keeping a Compelling Scoreboard 
Raiser Resource Group – May 7, 2019 (2 min, 11 sec) 

• 4DX – Discipline 4 – Create a Cadence of Accountability 
Raiser Resource Group – May 7, 2019 (2 min, 30 sec) 

• Executing in Uncertainty and Complexity (4DX in Higher Education) 
Chris McChesney – May 20, 2020 (8 min, 35 sec) 

• Overcoming the Irrational Resistance to Change 
Chris McChesney – October 19, 2021 (2 min, 8 sec) 

• November 2021’s 4DX Monthly – Creating Engagement in a Remote-Work 
Environment 
Chris McChesney – December 1, 2021 (6 min, 12 sec) 

• Reducing the Complexity of Executing Your Plan 
Chris McChesney – September 13, 2021 (1 min, 35 sec) 

• The 5 Execution Traps – 4DX Monthly Feb 
Chris McChesney – March 10, 2022 (6 min, 55 sec) 

• Creating Focus in a Crisis 
Chris McChesney – April 24, 2020 (11 min, 40 sec) 

https://www.youtube.com/watch?v=mP7sq_tGZj8&list=PLG2H5RiX5bN1yHvMTt2WokLGZagCsruxe&index=2
https://www.youtube.com/watch?v=3qOUcoZlCrI
https://www.youtube.com/watch?v=OT3veyg70CQ&list=PLhvgDDeX-Ca-7VopgEQm78cPw4EPQXY7x&index=12
https://www.youtube.com/watch?v=EAYZJbxt6xg
https://www.youtube.com/watch?v=Un-6j2XdZng
https://www.youtube.com/watch?v=FP_tva8Q4Jw
https://nam11.safelinks.protection.outlook.com/?url=https%3A%2F%2Fwww.youtube.com%2Fwatch%3Fv%3DudoiAwaVQW8%26list%3DPLG2H5RiX5bN1yHvMTt2WokLGZagCsruxe%26index%3D6&data=05%7C02%7CCharles.Dobbs%40CSN.EDU%7Ce83d345f395b4b732edb08dce16a82ae%7Cdf35d5749fba48cea073737868d77a48%7C0%7C0%7C638633094776477150%7CUnknown%7CTWFpbGZsb3d8eyJWIjoiMC4wLjAwMDAiLCJQIjoiV2luMzIiLCJBTiI6Ik1haWwiLCJXVCI6Mn0%3D%7C0%7C%7C%7C&sdata=ZXT0TcL%2Ffb4MSvT3TJarLgdKWj8nxWIQ9f8Q3cBDLkw%3D&reserved=0
https://www.youtube.com/watch?v=Sa23iJj9E5Y
https://www.youtube.com/watch?v=rYMcEeJMxOc
https://www.youtube.com/watch?v=rYMcEeJMxOc
https://www.youtube.com/watch?v=Y0IdruD8l5U
https://www.youtube.com/watch?v=VQW2SsZbBxc
https://www.youtube.com/watch?v=ow5TEjtXZXc
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• Biggest Mistake in Application of 4 Disciplines of Execution 
Change Starts Here – July 11, 2022 (3 min, 27 sec) 

• 5 Steps for Frontline Leadership Buy-In 
Chris McChesney – October 27, 2021 (4 min, 34 sec) 

• Execute Like Never Before – Interview with Chris McChesney 
Scott Miller – April 20, 2021 (32 min, 33 sec) 

 
*All videos were found on YouTube.com and may be removed from YouTube without notice. However, each 
video is saved in the CAPE Platform and available even if no longer on the internet. 

 

 

 

 

 

  

https://www.youtube.com/watch?v=AXUPDefkj98
https://www.youtube.com/watch?v=n0jFlXVQ5u8
https://www.youtube.com/watch?v=iG13hC9PduE&list=PLhvgDDeX-Ca-7VopgEQm78cPw4EPQXY7x&index=46
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NOTES 
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NOTE: This is a living document. Always check the date on the cover to ensure you are looking 
at the most current version. The date will be updated when important or significant revisions or 
additions to this packet are made. 


