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THE TAKING ACTION GUIDE TO BUILDING COHERENCE
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4. Video Jigsaw Protocol (Continued)
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Source: Graphic by Taryn Hauritz.
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27. Three Step Interview Protocol

…………………………………………………………………………………………….
Person A

Person B

Person C

1. What is your
“tree” and how
do you engage
others in
moving it?

Purpose Driven

Question

2. What is your
strategy for
moving the
“tree”?

3. How well do
people
understand and
support the
strategy? How
might you
increase
understanding
and
commitment?
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CHAPTER 3.

CULTIVATING COLLABORATIVE CULTURES

29

Competencies

Evidence

Modeling learning

Learning Leadership

16. Video Viewing Advance
Organizer Protocol (Continued)

Shaping culture

Maximizing impact on learning
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Learning Leadership

17. Four A’s Protocol
Purpose
• Reflect on the leadership qualities of the principal or leader.

Four A’s Protocol
The Four A’s Protocol helps readers or viewers make sense of the content by thinking about their
assumptions, agreements, arguments, and actions (Gray, 2005).
After viewing the video “Our Digital Journey: William G. Davis Sr. Public School,” complete the
Four A’s Chart to summarize the lead learner’s actions.
Four A’s Chart

Assumptions

Agreements

What assumptions can you make about the
work the principal had done prior to the video?

What competencies did the principal display as
a lead learner?

Arguments

Actions

Was there anything you would have done
differently?

What are the next steps for the principal as lead
learner?
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CHAPTER 3.

CULTIVATING COLLABORATIVE CULTURES

31

Purpose
• Assess the attributes of Lead Learner Competencies and identify areas of growth.

Lead Learner Competencies Protocol
This protocol allows individuals to reflect on strengths by citing evidence and then identify areas for
growth.
Complete this chart individually and reflect on your strengths and areas for growth.
Competencies

Criteria

Modeling learning

•
•
•
•

Shaping culture

• Build relational trust and
relationships
• Create structures and process for
collaborative work
• Support cycles of learning and
application
• Engage others in solving complex
problems
• Resource strategically

Maximizing learning

• Focus on precision in learning and
teaching
• Establish a small number of goals
• Create a clear strategy for
achieving goals
• Orchestrate the work of coaches,
teacher leaders, and support
personnel around student learning
• Monitor impact on learning through
collaborative inquiry

Learning Leadership

18. Lead Learner Competencies Protocol

Evidence

Participate as a learner
Lead capacity building
Make learning a priority
Foster leadership at all levels
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Select one attribute and identify evidence of how well our school….
Attribute

Low-----High

Incorporates whole systems so
that everyone is learning.

12345

Focuses on learning and
pedagogical improvement.

12345

Builds capacity to support
implementation and
innovation.

12345

Has measurable impact with
specific goals and indicators.

12345

is flexible and dynamic to
meet emerging needs

12345

Evidence

Cultivating Collaborative
Cultures

………………………………………………………………………………………..
Collaborative Work-Team Discussion
………………………………………………………………………………………

.
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______________________________________________________
Change Quality Quadrantexcerpt from Coherence: the Right Drivers in Action for Schools, Districts and Systems
______________________________________________________
Superficiality

Starting with the top left-hand quadrant—low explicitness and a good climate—people are getting
along okay, but they are not doing much. We call it superficiality. If the strategy for improvement is
not precise, actionable, and clear, we may see activity but at very superficial levels.
Inertia
In many ways, the bottom left-hand quadrant represents the history of the teaching profession—
behind the classroom door, where teachers left each other alone. What this means is that teachers
had a license to be creative, but they also had a license to be ineffective (and perhaps not even
know it). In the former case, innovative teachers receive little feedback on their ideas, nor do these
ideas become available to others. In the case of isolated, less than effective teachers, they get little
help to improve. We call this inertia—people keep on doing what they are already doing.
Resistance
The bottom right quadrant is also interesting because in this scenario policy makers and others have
invested in developing specific innovations (or they buy detailed programs off the shelf)—perhaps
with a high degree of explicitness—but they insufficiently involved teachers in developing ownership
and new capacities. If the programs in question are sound, they can result in some gains in the short
run (tightening an otherwise loose system), but because teachers have not been engaged in shaping
the ideas or the strategy the innovation wanes due to lack of ownership. When conditions for
change are weak, there is low trust or collaboration; therefore, there is little willingness to innovate
or take risks. When this is combined with a very directive strategy that makes heavy demands or
mandates, resistance and pushback escalate.
Depth
The optimal environment combines a strong climate for change with an explicitness of strategy.
When people are operating in conditions of high trust, collaboration, and effective leadership, they
are more willing to innovate and take risks. If we balance that with a strategy that has precision,
clarity, and measures of success, we see changes implemented with depth and impact. We will see
more of this in Chapter 4 on deepening learning.
This organizer builds on and extends the concept of flow that suggests that optimal experience
occurs when challenges are balanced with skills (Csikszentmihalyi, 2008). We propose that
organizations need to find this intersection of high explicitness and strong ownership if they are to
challenge and engage high performance. This takes a coherent force of leadership at all levels to set
and sustain the new direction and to create the conditions to support growth. At the district level,
this may be a coalition of three to twenty (depending on the size of the district) key leaders who
interact continually to have a similar grasp of the core goals as well as the strategies that will be
used to implement. At the school level, teams of teachers and principals play a vital role in designing
implementation strategies, building capacity, and monitoring progress. The interplay between a
strong climate for change and an explicit strategy for achieving the goals promotes and sustains
trust, communication, connectedness, and meaningful work.
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CHAPTE R 2.

FOCUS I NG DI R ECTION

17

Purpose
• Apply the Change Quality Quadrant Protocol to assess the school/district change processes.

Link
Reading: Pages 24–27 from Coherence: The Right Drivers in Action for Schools, Districts, and
Systems, by Michael Fullan and Joanne Quinn (Corwin, 2015).

Clarity of Strategy

9. Change Quality Quadrant Protocol

“Successful change processes are a function of shaping and reshaping good ideas as they build
capacity and ownership” (page 25). Clarity about goals is not sufficient; leaders must develop shared
understanding in people’s minds and collective action. Coherence becomes a function of the interplay between the growing explicitness of the strategy and the quality of the change culture. The two
variables—explicitness of the strategy and quality of the change culture—interact to create four
different results.

Change Quality Quadrant Protocol
The Change Quality Quadrant Protocol displays the relationship between the culture of an organization and the explicitness of the change strategy. Each quadrant describes the degree to which a culture
supports change.
1. Brainstorm as a team all the changes you are implementing in your school or district and place
each idea on a sticky note.

3. For each change initiative,
discuss the following:
• What is effective/ineffective about the explicitness
of the strategy?
• What is effective/ineffective
about the culture for change?
• How can we increase the
explicitness of the strategy or enhance the quality
of the change culture so it
moves to quadrant 4?

Change Climate

2. Assess each change initiative and consider evidence of explicitness of the strategy and the
strength of the culture for each
Change Quality Quadrant
initiative. Mark the sticky note
as belonging to quadrant 1, 2,
Explicitness
Low
High
3, or 4. Post on chart paper or
High
wall.

Superficiality

Depth

Inertia

Resistance

Low
Change Climate (vertical axis):

Explicitness (horizontal axis):

Describes the degree to which a
culture supports change by fostering
trust, nonjudgmentalism, leadership,
innovation, and collaboration

Describes the degree of explicitness
of the strategy, including precision
of the goals, clarity of the strategy,
use of data, and supports

Source: Graphic by Taryn Hauritz.
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CHAPTE R 1.

COH E R E NCE MAKI NG

9

Purpose
• Use the Coherence Framework Assessment Protocol to assess the degree of coherence in your
school/district.

Coherence Framework Assessment Protocol

The Coherence
Framework

5. Coherence Framework Assessment Protocol

1. As a school or district team, review the Coherence Framework Assessment Protocol.
2. Provide evidence for the statements as an assessment of your school or district’s degree of
coherence.
Component

Evidence

Focusing
Direction

• Shared purpose drives action.
• A small number of goals tied to student
learning drives decisions.
• A clear strategy for achieving the goals is
known by all.
• Change knowledge is used to move the
district forward.

Cultivating
Collaborative
Cultures

• A growth mind-set underlies the culture.
• Leaders model learning themselves and
shape a culture of learning.
• Collective capacity building is fostered
above individual development.
• Structures and processes support
intentional collaborative work.

Deepening
Learning

• Learning goals are clear to everyone and
drive instruction.
• A set of effective pedagogical practices is
known and used by all educators.
• Robust processes, such as collaborative
inquiry and examining student work, are
used regularly to improve practice.

Securing
Accountability

• Educators take responsibility for
continuously improving results.
• Underperformance is an opportunity for
growth, not blame.
• External accountability is used
transparently to benchmark progress.
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Mastering the
Framework

…………………………………………………………………………………13
100 Day Plan- Building Coherence
………………………………………………………………………………...

Goal
Area

Key Strategies

Timeline Lead

Assessing Coherence

64

TH E TAKI NG ACTION G U I DE TO B U I LDI NG COH E R E NCE

32. Coherence Progression Protocol (Continued)
Focusing Direction
Component

Emerging

Accelerating

Mastering

Shared purpose
drives action.

• A stated purpose or
focus for the
organization exists in
formal documents but
is not widely shared
and does not drive
decisions.

• The stated purpose and
focus are clearly
articulated formally, and
groups are beginning to
articulate this focus in
their work. The purpose
and focus are beginning
to drive decisions but
not consistently.

• The purpose and focus
are clearly articulated
and shared by all levels
of the organization.
There is strong
commitment to the
purpose and it drives
decisions at all levels
of the school or district.

A small number
of goals tied to
student learning
drives decisions.

• A small number of
goals are stated but
may be unclear, and
there are a number of
competing priorities.
• The school or district
may be feeling
overload from too
many initiatives or
priorities.
Fragmentation may be
felt when the goals do
not seem to be
connected in a
meaningful way.

• A small number of
goals are stated and
understood by some,
but deep understanding
and action is
inconsistent across the
school or district.
• The goals drive some
decisions but
inconsistently.
• There is a strategy to
reduce the number of
competing priorities
and eliminate
distractors.

• A small number of
goals clearly focused on
improving learning are
well articulated and
implemented by leaders,
teachers, and staff at all
levels of the system.
• Decisions are directly
aligned to the stated
goals.
• A vigilant process is in
place to remove
distractors, base
decisions on data, and
remain consistent year
to year.

A clear strategy
for achieving the
goals is known
by all.

• The strategy for
achieving the goals
lacks clarity and
precision. A few
decision makers
understand the strategy
but is not widely
understood at all
levels.
• A clear link between
decisions on the
allocation of resources
and the priority goals
is not evident.

• The strategy for
achieving the priority
goals is stated but led
by a small number of
leaders.
• Ongoing opportunities
for interaction and
engagement with doing
the work are needed so
that clarity and
commitment are
developed across the
school or district.
• Decisions and the
allocation of resources
are linked to priorities
but not consistently.

• The strategy for
achieving the goals is
well defined and can
be clearly articulated
by all educators at
every level of the
school or district.
• Leaders recognize that
it is more important to
learn from doing the
work and adjusting
strategy than having a
lengthy front end
process.
• Decisions and the
allocation of resources
are driven by the
strategy and goals.

(Continued)
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CHAPTE R 7.

MASTE R I NG TH E FRAM EWOR K

65

(Continued)
Emerging

Accelerating

Mastering

Change
knowledge is
used to move the
district forward.

• Leaders see their role
as managing the
change process one
interaction at a time.
They rely on formal
roles and structures.
• Collaboration between
and among leaders and
teachers is limited to
formal structures.
• Deep trusting
relationships are not
consistent.
• There is an effort to
build internal capacity
but a reliance on
external experts and
packaged solutions
continues.
• There are few or
inconsistent structures
and processes for
building vertical and
horizontal relationships
and learning across the
school or district.

• Leaders are beginning
to see their role as
developing others and
creating structures and
processes for
interaction. However
opportunities to
develop new leaders
both formal and
informal are not
always evident.
• Collaboration and trust
are emerging within
groups but are
inconsistent across the
school or district.
• Capacity building is
recognized as a lever
for change and efforts
to build the collective
capacity of groups is
emerging.
• There are some
structures and
processes in place to
foster relationships and
learning vertically
within schools/
districts and
horizontally across
roles within schools
and districts.

• Strong leadership with
a bias for action exists
at all levels of the
school or district.
• Leaders are
intentionally developed
at all levels.
• A culture of
collaboration with
deep trust and risk
taking has been
fostered at all levels to
promote innovation
and shifts in practice.
• Capacity building is a
key lever for building
confidence and
competence and
pervades the culture.
• The culture uses the
group to change the
group by fostering
strong vertical and
horizontal relationships
and learning
opportunities.

Assessing Coherence

Component
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