w Team Exercise 1.1: Identifying the Problem
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Step One

In this exercise, we invite you to first reflect individually on the following questions:

1. From your vantage point in the classroom, school, or district office, what do you see as the greatest challenge

you and your colleagues face related to improving your “system” in response to the new challenges we face in

education? What is the number one problem you are trying to solve?

2. What are some of the organizational changes required to solve this problem? What practices, structures, or

policies may need to change in classrooms, schools, and districts in order to solve this problem?
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3. Are there organizational or individual beliefs and behaviors associated with this problem that may need to
change, beginning with your own? From what to what?

4. Finally, what might be some of the implications for leadership at your particular level to solve this problem?
What might you, as a leader or group of leaders, have to do differently?

Step Two

If you are in a group, once you have had sufficient time to formulate an answer to each question, take turns sharing
your answers to each question—making sure that everyone has an opportunity to contribute (but can pass if he or
she chooses to) and that no one speaks twice until all who wish to have had a chance to speak once.

Step Three
After everyone has had a turn responding to each question, we recommend that you first summarize on a flip chart
the areas of agreement in your answers to each question. Then summarize the points where you may have had
disagreement.

Step Four
Put your notes and any summaries aside. We will ask you to refer to them later. For now, continue on to Chapter Two
when you are ready.
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w Team Exercise 2.2: Take Stock: Your Seven Disciplines for Strengthening Instruction

Overview
This diagnostic tool can help you assess your efforts to implement the Seven Disciplines. We suggest you fill out this di-
agnostic individually first and then compare results with your colleagues, holding discussion among yourselves until
everyone has a chance to weigh in. The discussion that follows will clarify your understanding of the disciplines them-
selves and almost certainly identify the most promising areas for further work in your school or district. We also en-
courage you not to skip over the identification of evidence. These indicators can be the most powerful discussion
prompts and build a shared idea of what is, and what needs to be.

This diagnostic can be used with different groups—principals, teachers, and central office administrators—to see
to what degree views differ and can be usefully explored. The diagnostic can also be given periodically as an informal
assessment of progress in these areas.

Diagnostic:

Name

District

1. The district or school creates understanding and urgency around improving all students’ learning for teachers
and community, and it regularly reports on progress.

* Data are disaggregated and transparent to everyone.

* Qualitative (focus groups and interviews) as well as quantitative data are used to understand students’ and
recent graduates’ experience of school.

Notyetstarted 1 2 3 4 Well established
Evidence:

2. A widely shared vision of what is good teaching is focused on rigorous expectations, relevant curricula, and
respectful relationships in the classroom.

Notyetstarted 1 2 3 4 Wellestablished
Evidence:

(Continued)
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3. All adult meetings are about instruction and are models of good teaching.

Notyetstarted 1 2 3 4 Well established
Evidence:

4. There are well-defined standards and performance assessments for student work at all grade levels. Teachers
and students understand what quality work looks like, and there is consistency in standards of assessment.

Notyetstarted 1 2 3 4 Well established
Evidence:

5. Supervision is frequent, rigorous, and entirely focused on the improvement of instruction. It is done by people
who know what good teaching looks like.
Notyetstarted 1 2 3 4 Well established
Evidence:

6. Professional development is primarily on-site, intensive, collaborative, and job-embedded and is designed and
led by educators who model best teaching and learning practices.
Notyetstarted 1 2 3 4 Well established
Evidence:

7. Data are used diagnostically at frequent intervals by teams of teachers to assess each student’s learning and to
identify the most effective teaching practices. Teams have time built into their schedules for this shared work.
Notyetstarted 1 2 3 4 Wellestablished
Evidence:
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w Team Exercise 2.3: Grade the Videotaped Lesson

Overview

To “observe” this teaching excerpt taken from a tenth-grade English class, go to our Web site, http://www.gse.
harvard.edu/clg/, and view it with Internet video streaming. (Click on “News & Resources” on the main page and then
the link for the “Change Leadership Book and Videos.”) Our Web site also includes a video of a sixth-grade social
science lesson that some readers may want to view instead of or in addition to the first video.

Step One
Silently observe the video (up to the place where the teacher says to the students, “Now go to it”). Then, with no con-
versation in the group, answer the following question:

If you had to grade the lesson (from F to A, with plusses and minuses allowed), what would that grade be?

Write your grade down on an index card. Do not put your name or your reasons for the grade on the card. Pass
the card to whoever is facilitating this meeting.

Step Two
Having made your decision, now think about what criteria you used for the grading. Consider what evidence led
you to give the lesson the grade you did, whether high or low.

Step Three
The facilitator should now array the results on the flip chart, as follows: list all possible grades vertically from A+ at
the top of the page through F at the bottom. Place a check or hash mark after each letter grade horizontally to sig-
nify the grade indicated on each index card. This will make visually apparent how frequently each grade was chosen
and the spread of grades.

While the facilitator is making this chart, group members are encouraged to discuss what criteria each person used
for the grading.

Step Four

Now the facilitator reminds everyone in the room that this is “no fault” work—that there are no right or wrong
answers—and asks, first, for two or three volunteers to talk about what evidence led them to give the lesson a high
grade—say B+ or above. Next, the facilitator asks the same number of volunteers who gave a significantly lower grade
(C or below) to explain their reasoning.

(Continued)

Change Leadership: A Practical Guide to Transforming Our Schools



We encourage the facilitator to let this conversation continue as long as it has energy, keeping in mind that the pur-
pose is not, at this time, to solve or settle anything. The first purpose is to try to understand, as well as you can, the
differing views that are in the room.

Step Five
Finally, we invite you to step back a bit from the conversation to consider the bigger questions the exercise inevitably

raises:

What does this distribution of grades, and our different views about what good teaching looks like, mean for our
school or district?
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w Team Exercise 2.4: Define Rigor on a Learning Walk

Overview
The New 3 R’s are best understood as a framework for a conversation about instruction. With that in mind, we
encourage your team to take the first steps in initiating such a dialogue. We begin with the idea of rigor, which we find
to be the most ambiguous and difficult to define.

We want to stress, as we did in the text, that rigor by itself is an insufficient determinant of effective instruction.
Its power is in combination with relevance and relationships. We suggest that you eventually determine what all three
concepts might actually look like in the classroom at any grade level.

Step One

Consider the following questions for reflection or discussion:

1. Ina (pick a grade level) classroom where “rigorous” instruction is going on, what activities or behaviors would
you expect to see? What would the teacher be doing? What would students be doing?

2. In (pick a subject content area and grade level), what might be some of the characteristics of “rigorous” student
work?

(Continued)
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3. List of some of the most important things that you might now look for related to rigor in classrooms.

Now “benchmark” your definition of rigor by considering to what extent the indicators on your list build the critical
competencies needed in a knowledge economy (beyond mastery of the basic skills in reading, writing, and

mathematics).

Step Two
What might you need to revise or reconsider in light of the key competencies, the knowledge economy skills, such as
those that Carnevale and Desrochers provided for the Educational Testing Service?

Foundation Skills: Knowing How to Learn

Communication Skills: Listening and Oral Communication
Adaptability: Creative Thinking and Problem Solving

Group Effectiveness: Interpersonal Skills, Negotiation, and Teamwork
Influence: Organizational Effectiveness and Leadership

Personal Management: Self-Esteem and Motivation/Goal Setting
Attitude: Positive Cognitive Style

Applied Skills: Occupational and Professional Competencies

(Continued)
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Step Three

When your “rubric for rigor” is completed to your team’s satisfaction, take the indicators to the classroom, to see what
they might really look like in practice and, most important, to foster a conversation that will begin to build a shared
and concrete vision of rigor. We suggest you take an hour and a half, and visit ten or so classrooms in a school with
your list. Observe each class for perhaps five minutes. If the purpose of the lesson is not clear, ask a student what he
or she is doing and why.

How you record your observations is important, as these are the data that will ground your conversation later.
Rather than check off the presence of an indicator on your rigor rubric, try to describe, verbatim, what you see that
you believe illustrates a particular indicator. Try not to interpret, but instead describe what you actually see so that you
and your colleagues can together determine if this activity, question, or performance is indeed an indicator of rigor.
For example, rather than noting that a teacher’s question was complex, record the question itself. Let the decision as to
its complexity come later and be one that you determine together.

Step Four
When you've finished your “learning walk,” examine the data you've collected and reflect on what you saw by asking the
following questions:

1. Were you able to identify some particular teacher or student behaviors that indicated rigor?

2. Did you see evidence of rigorous content? How did that differ across classrooms, teaching styles, disciplines?

3. Do team members agree that what you saw illustrates the rigor indicators on your rubric?

(Continued)
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4. What areas of commonality can you build on?

5. Where do you disagree?

6. What questions do your disagreements raise?

7. What else do you need to learn?

Typically, these observations help educators become clearer about their individual definitions of key concepts such
as “rigor.” What is much more powerful, we find, is for a team of educators to observe the same lessons and share their
responses to these questions. You can imagine how a conversation that addresses the previous questions not only chal-
lenges individuals to clarify, rethink, and refine their own definitions but can also allow the whole team to come to

powerful, shared understandings.
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w Team Exercise 4.1: Reaction Versus Purpose and Focus Diagnostic

You and your team can use this exercise to assess the way in which your district or school “does business” along this
dimension.

Step One
As a group, first decide whether you want to focus on the problem statement you generated in Chapter One and pos-
sibly rewrote in Chapter Two or on the district’s work more broadly.

Step Two
Individually, rate your district or school on the continua relative to your problem statement (or more broadly). We
have provided some examples of what a system might look like at either end of this spectrum. Enter your ratings under
the arrows and use the space below to jot down specific examples or evidence of your rating.

Purpose and focus refers to whether you have a goal that is clearly focused and understood. Note that it is not about
how well you are doing in relation to your goal.

General questions to consider include:

1. Is there a clear district or school focus?

2. Is this focus widely known throughout the system?

3. Are we able to resist certain pulls and tugs because they are peripheral to our purpose?

Some indicators of what a system at either end of the spectrum might look like follow. Use these to rate your school
or district on the continuum.

(Continued)
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Reaction Purpose and Focus

* Insufficient attention to instructional ¢ Clear focus on instructional improvement.
improvement.

 Absence of well-defined strategies for * Well-defined strategies for improving teaching
improving learning, teaching, and leadership. and learning.

* Highly responsive to external agendas.  External pressures are assessed and filtered based

on their relation to the focus on and strategies for
instructional improvement.

* Many priorities—no sense of what is most  All adults in system know and understand the
important. key improvement strategy(ies), what they need
to do, and how it is going to get them to the
organization’s goals.

* Multiple discrete strategies that are not aligned o Strategies, time, money, and professional
or connected. development are aligned in service of improving

teaching and learning.

Step Three
Take turns sharing individual ratings for this scale. Enter these ratings in the following graph. Explain why you gave
the rating you did. Provide specific examples if you can.

Purpose and focus

1 2 3 4 5 6 7 8 9 10

Totals

(Continued)
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Step Four

Together, discuss the following questions:

1. What stands out when you look at your collective data?

2. How do you make sense of the rating disagreements in light of people’s explanations for their ratings? Are there
additional data you might want to collect to inform your understanding of where your district lands on this

continuum?

3. What would it take to move even one notch higher (rightward) on the continuum?
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w Team Exercise 4.2: Compliance Versus Engagement Diagnostic

You and your team can use this exercise to assess the way in which your district or school “does business” along this
dimension.

Step One
As a group, first decide whether you want to focus on the problem statement you generated in Chapter One and pos-
sibly rewrote in Chapter Two or on the district’s work more broadly.

Step Two
Individually, rate your district or school on the continua relative to your problem statement (or more broadly). We
have provided some examples of what a system might look like at either end of this spectrum. Enter your ratings under
the arrows and use the space below each to jot down specific examples or evidence of your rating.

As you assess the level of engagement in your school or district, here are some general questions to get you started:

1. How much ownership is there among all adults in the system and how do you know?

2. Is there ownership just at the top, or do people throughout the system feel genuinely committed to the
instructional improvement goals?

3. How much does it seem people are working to meet someone else’s goal versus meeting their own, or a goal
they co-own?

(Continued)
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4. Are people participating productively during meetings?

Here are some specific indicators of both ends of the continuum.

Compliance

 Teachers and principals are expected to “go
along” with mandates; no procedures exist for

Engagement

generating conversation and collaborative

decision making.

* Communication tends to be one-way.

* Culture tends to be rule and procedure driven.

* Teachers and principals do not take risks and

¢ Communication is multidirectional.

* Productive dialogue and debate regarding
organizational strategies and goals are nurtured.

e Culture is characterized by strong sense of

personal and shared responsibility for the

strategies and goals of the district.

do not investigate successes and failures. professional challenges.

Step Three

>
I I 7

1 2 3 4 5 6 7 8 9 10

* Professional discourse is focused on learning from

Take turns sharing individual ratings for this scale. Enter these ratings in the following graph. Explain why you gave

the rating you did. Provide specific examples if you can.

Engagement

Totals

1 2 3 4 5 6 7 8 9

10
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Step Four

Together, discuss the following questions:

1. What stands out when you look at your collective data?

2. How do you make sense of the rating disagreements in light of people’s explanations for their ratings? Are there
additional data you might want to collect to inform your understanding of where your district lands on this
continuum?

3. What would it take to move even one notch higher (rightward) on the continuum?
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w Team Exercise 4.3: Isolation Versus Collaboration Diagnostic

You and your team can use this exercise to assess the way in which your district or school “does business” along this
dimension.

Step One
As a group, first decide whether you want to focus on the problem statement you generated in Chapter One and pos-
sibly rewrote in Chapter Two or on the district’s work more broadly.

Step Two

Individually, rate your district or school on the continua relative to your problem statement (or more broadly). We
have provided some examples of what a system might look like at either end of this spectrum. Enter your ratings under
the arrows and use the space below each to jot down specific examples or evidence of your rating. Here are some ques-
tions to consider:

1. Are meetings focused on learning, teaching, and leading?

2. Do organizational members possess and use the skills of dialogue and inquiry?

3. Do people share problems of practice at meetings?

Some indicators of what a system at either end of the spectrum might look like follow:

Isolation Collaboration
¢ Teachers and administrators work in isolation. ¢ The work of teachers and administrators is a
public enterprise within the school.

¢ There is no opportunity or urgency for collective * Educators collectively solve problems that inhibit
problem solving. effective teaching and learning.

* Good leading and teaching exist as random acts * Standards of practice for teaching and leading
of excellence in the system; there is little exist, and are shared and specific.

dissemination of best practice.

* There are few expectations for collaborative work ¢ There are clear and shared expectations around
among adults. the nature and ends of collaboration.

(Continued)
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Step Three

Take turns sharing individual ratings for this scale. Enter these ratings in the following graph. Explain why you gave

the rating you did. Provide specific examples if you can.

Collaboration

1 2 3 4 5 6 7 8 9

10

Totals

Step Four
Together, discuss the following questions:

1. What stands out when you look at your collective data?
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2. How do you make sense of the rating disagreements in light of people’s explanations for their ratings? Are there
additional data you might want to collect to inform your understanding of where your district lands on this

continuum?

3. What would it take to move even one notch higher (rightward) on the continuum?
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w Team Exercise 6.1: 4 C's Diagnostic Tool—As Is

Step One

Using a blank version of the 4 C’s chart provided, put the problem you defined in Chapter Two in the center of the over-

lapping circles.

Step Two

Now take some time to reflect on the contributors to your current system as they relate to the problem you’ve identi-
fied. The following questions can get you started.

Competencies

How well do we:

* Think strategically?

Identify student learning needs?
Gather and interpret data?
Collaborate?

Give and receive critiques?
Productively disagree?

Reflect and make midcourse corrections?

Context

¢ High student remediation rate in
community college classes

e Parent concerns and ability to

support students

Conditions

e Class sizes too large for
individualization

o Little time for classroom
visits

¢ Too many management
requests and crises

¢ No common standards

for students’ writing

Culture

¢ No clear district or building
priority on improving
student writing—
everything is important!

e |solation within the
buildings and across the
district

e Teachers distrust

administration and

each other

Improving
teaching for
improving
students’
literacy
skills

Competencies

¢ Ninth-grade teachers lack skills in
teaching literacy

e Principal lacks skills in providing

meaningful feedback to teachers

(Continued)
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Conditions
How well do we create and maintain:
* Time for problem solving, for learning, for talking about challenges?
* Relevant and user-friendly student data?
* Agreed upon performance standards?
¢ Clear priorities and focus for each person’s work?

¢ District- and building-level support?

Culture
How would we characterize:

* Our level of expectations for all students’ learning? (Consistently high? Medium? Low? Or a mix of these
depending on which students?)

* Our school’s agenda? (Multiple and unrelated? Frequent changes? Steady, consistent focus? Related initiatives
that build on each other?)

* The communications between district and school leadership to teachers? (Directive? Compliance oriented?
Engaged in building cosponsorship and ownership?)

* Adult relationships with each other? (Lacking trust? Trusting?)

* Adult views of responsibility for all students’ learning? (Blames others? Sees various contributors, including
oneself?)

Context
How well do we:

¢ Understand and work with students’ families?

* See clearly the core competencies students will need for work, citizenship, and continuous learning?

(Continued)
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Step Three

Now add brief, bulleted descriptions of the strengths or assets your school or district has—as they relate to the problem
you're trying to solve—to the appropriate circles or the overlaps between the circles. We encourage you to go back to the
seven disciplines diagnostic (Chapter Two, Exercise 2.2) and the three continua diagnostics you completed in Chapter
Four (Exercises 4.1, 4.2, and 4.3) and consider your responses as current contributors to your system.

Step Four
Using a different color, insert bulleted descriptions into the appropriate circles, listing the weaknesses or challenges
that will need to be overcome in order to solve your problem.

Step Five

We encourage you to discuss with your group any new insights or questions that arise from your diagnostic work.
Does your understanding of the problem change in any way? Do you see new or different ways of going at the prob-
lem? Does your diagnosis begin to suggest some work that needs to be done before other work can be undertaken?
Do you feel ready to answer these questions? If not, what more would you need to know? Are there specific data you
need to collect in order to develop a robust picture of the various 4 C’s contributions? How might you collect these
data? What is your next step?
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w Team Exercise 8.1-8.3: Change Phase Diagnostic

This survey is designed to help identify where your school or district is within the phases of change.

Step One

Please respond to each statement individually. Indicate where you believe your school or district falls in respect to the
change levers in each of the phases. You can use the indicators below each continuum to help in your assessment.
The indicators are illustrative, not complete.

Preparing Phase

DATA FOR LEADERSHIP UNDERSTANDING AND URGENCY

| | | | >
hd I I I I ~

1 2 3 4
Not present Emerging Developing Well underway

Indicators of Data in Preparing Phase:

* Leadership has created compelling data sets that have the potential to create urgency (they can mobilize the
intellect and passion of people to alter the status quo and their individual behavior).

 Current qualitative and quantitative data have been gathered and then formatted in a way to generate
urgency to change or address a specific problem or challenge.

* Leadership has developed an understanding of the gap between the current reality of the schools and the
demands the twenty-first century puts on high school graduates.

¢ Leadership has developed a clear plan for how to educate the community about the specific challenge(s)
using compelling data sets.

* Leadership oversees a general inventory of data systems to understand how useable and useful the current
data are to the necessary consumers of it [for example, How accessible is data throughout the system? What
form(s) is collected and disseminated? Do the people who need to use the data have the necessary skills to
use it effectively?]

ACCOUNTABILITY FOR SOLVING A COMMON PROBLEM

| | | | >
I I I I -

1 2 3 4
Not present Emerging Developing Well underway

Indicators of Accountability in Preparing Phase:

¢ The current state of schooling is openly examined in the context of a dramatically changing economy and
society, reducing any sense of blame or victimization among educators throughout schools and districts.

* Educators throughout the system begin to understand that the challenge of educating students for the
twenty-first century is everyone’s responsibility, one where administrators and teachers share accountability
for the problem and the solution.

¢ Aleadership team is created or rechartered for the purpose of overseeing, guiding, and nurturing the overall
reinvention process.

(Continued)
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* Leadership understands the need for and agrees to next steps for engaging a critical mass of shareholders
(inside the schools and among community members) in understanding the problem.

* Leadership gains a shared understanding of what graduating students need to know and be able to do, and
this understanding begins to inform next steps.

BUILDING TRUSTING RELATIONSHIPS WITH COLLEAGUES AND COMMUNITY

| | | | >

I I I I [

1 2 3 4
Not present Emerging Developing Well underway

Indicators of Relationships in Preparing Phase:

¢ Leadership team has a shared understanding of the cultural dimensions of a successful change process (that
is, collaboration, commitment, and proactivity/redesign as cornerstones of an effective culture, and that
norms of no shame, no blame, and no excuses enable these cornerstones to take hold).

* Leadership applies these values to how they work together as a team.

* Leadership works to surface and address dysfunctional relationships throughout the system so as to enable
new forms of collaboration.

* Leadership creates new constructive relationships with and cosponsorship of the change efforts with
necessary leaders among shareholders (for example, teachers associations, parent groups, community
members, businesses).

Envisioning Phase
DATA FOR COMMUNITY-WIDE UNDERSTANDING AND URGENCY

| | | | >
I I I I -

1 2 3 4
Not present Emerging Developing Well underway

Indicators of Data in Envisioning Phase:

* Qualitative and quantitative data sets concerning the functioning of the school system (for example,
indicators of student achievement and student engagement) are widely and transparently shared with the
greater community.

* A large number of shareholders understand the gap between where the district needs to be and the current
reality.

* An open and honest assessment of how professionals within the district work together and how the district
functions as a system is the focus of district dialogue and action.

* Data are gathered (for example, by conducting learning walks) around current teaching practices.

LAYING THE FOUNDATION FOR RECIPRICOL, RELATIONAL ACCOUNTABILITY

® | | | | >
hd I I I I [

1 2 3 4
Not present Emerging Developing Well underway

(Continued)
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Indicators of Accountability in Envisioning Phase:

A few clear districtwide goals and strategies, focusing on improving teaching and learning, are established.

* The community develops a deep understanding of the current gap between what graduates presently know
and are able to do and what they need to know and be able to do to thrive in twenty-first century.

* Community shareholders have been brought together to help develop goals and foci for the change work.

+ Community shareholders develop a sense of what they are accountable for in relation to helping all students

develop the necessary new skills.

* Greater clarity is reached concerning what district leadership is accountable for to the community
shareholders.

* Teachers and administrators have an emerging understanding of the need for everyone in the system to
improve professional practice.

DEVELOPING MORE TRUSTING, RESPECTFUL RELATIONSHIPS

| | | | >
hd I I I I ~

1 2 3 4
Not present Emerging Developing Well underway

Indicators of Relationships in Envisioning Phase:

* Patterns of forthright communication and positive collaboration between (and among) the district and its
constituent groups have been developed.

¢ School-level collaboration among teachers has increased.

* The quality of discourse in working meetings throughout the district has increased, creating the opportunity
for all educators to engage in collaborative and productive ways.

* Educators understand the need to work more collaboratively on instructional practice and have begun

grade-level and cross-school discussions.

* School-level meetings are more directly focused on the issues of teaching and learning and the meetings tend
to model powerful instructional practice.

Enacting Phase
DATA FOR CONTINUOUS IMPROVEMENT OF TEACHING AND LEARNING

| | | | >
hd I I I I ~

1 2 3 4
Not present Emerging Developing Well underway

Indicators of Data in Enacting Phase:

* Systems of data collection and analysis are constructed to monitor the implementation and impact of
improvement strategies.

* Data are being used at the district level to identify pockets of success from which to identify best practice.

+ Data concerning the quality of instruction are continuously gathered and analyzed by administrators and
teachers.

¢ In each school, data are used diagnostically at frequent intervals by teams of teachers to refine school

assessments and goals, monitor student progress, and continually improve instruction.

* Assessments of school quality and effectiveness rely on multiple and varied sources of data concerning
student achievement and engagement (test scores, promotion rates, dropout rates, and the like).

(Continued)
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SHARED ACCOUNTABILITY FOR CONTINUOUS IMPROVEMENT OF LEARNING AND TEACHING

® | | | | >
e I I I I -

1 2 3 4
Not present Emerging Developing Well underway

Indicators of Accountability in Enacting Phase:

* District leadership has developed and has implemented a structure for providing frequent, rigorous, and
focused supervision of school principals’ instructional leadership.

* School leadership has developed and implemented a structure for providing frequent, rigorous, and focused
supervision of classroom instruction.

¢ The structure and content of teacher supervision at the school level are aligned with the focus of district
improvement efforts.

* Schools have begun to create vivid and clear standards of professional practice based on research-tested and
practice-based understandings of how students learn. In other words, teachers and administrators share
collective definitions of what constitutes effective instructional practice.

* Expectations and responsibility for student outcomes are clarified for and aligned through grade and school
division (elementary, middle, high) levels.

* All educators have a greater sense of what they are being held accountable for, and these more collectively
held expectations form the basis of more horizontal accountability.

* All professionals at the district and school levels understand the relation between their work and role and the

improvement of instruction.

TRUSTING RELATIONSHIPS FOR WORKING IN NEW WAYS

| | | | >

1 1 1 1 g

1 2 3 4
Not present Emerging Developing Well underway

[ ]

Indicators of Relationships in Enacting Phase:

* Schools have been reorganized to provide the conditions necessary to facilitate collaborative teamwork
among adults and to foster personalized learning communities for students.

* Professional relationships become increasingly effective as trust throughout the system increases and
deepens.

* Professionals begin to open up their practice among colleagues, working to improve their respective
competencies while simultaneously developing consistent and increasingly effective standards of practice.

* Parents and community members are welcomed into schools and are more actively involved in the collective
enterprise of improving student learning (for example, community members are involved as mentors, or
parents are providing students a time and place for studying at home).

Step Two
Share your individual assessments with your group, using the indicators to help explain your thinking. Be prepared
to offer examples as evidence to help develop a shared understanding of what is meant by each phase and where your

school or district really is in the change process.

(Continued)
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Step Three

Determine your areas of agreement and disagreement.

What additional data might you gather to reach greater consensus?

Step Four

Once relative agreement is established among you, consider the following questions:

1. What is going well? What should we celebrate?

2. What change levers might require greater attention? What might we have missed entirely?
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w Team Exercise 10: A Groupwide Approach to Diagnosing
the Immunity to Change

Overview

The purpose of this exercise is to provide a safe forum for a group to discover and act on the variety of threats, barri-
ers, or impediments that get in the way of successful functioning and the shared beliefs or assumptions that hold them
in place. After you read through the steps and discussion that follow—and before you decide to use this tool—we
suggest that you consider your comfort level with the intense discussion the exercise can generate. You may decide
that you would prefer to have someone from outside your group or team to facilitate this process. Whoever runs the
process—be it someone from within or outside your school or district—should be personally familiar with the im-
munity concept and his or her own individual immunity.

If you are an individual reading this, you may be a member of an intact group or team that might value engaging
in this exercise. If so, we suggest you introduce them to the idea of immunities to change, and then see if they are in-
terested in first taking themselves through the individual immunities work (in the same way you have throughout this
guidebook).

All participants should have had the experience of developing their own four-column immunity maps at the indi-
vidual level so that they understand the “immunity to change” concept.

This exercise will take from one to three hours, depending on which format is being used:

Format #1—Solo Group: A single group (for example, a leadership team) generating results for its own internal

reflection. This is generally accomplished in one hour.

Format #2—Multigroup: Several subgroups taking part together (for example, a district’s high school principals
and vice principals, middle school principals and vice principals, elementary principals, and district office), each
doing its own work and then sharing their separate work with each other to examine trends across the organiza-

tion (and contextual influences). Allow up to three hours.

Materials: Each participant will need a worksheet (provided), and you should have a common worksheet to keep
track of the group’s collective product. When a group works alone, the “common worksheet” is best drawn on
newsprint on a wall, so that everyone can see it. If you are working with several groups at once, we find it best to
use a transparency version of the common worksheet so that it can be projected for all groups to see when they

share their work.

(Continued)
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1
Collective
Commitment

2

Fearless
Organizational
Inventory
(Doing/Not
Doing vs. First
Column)

3

Collective
Competing
Commitment

4
Collective Big
Assumption
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Step One

Together decide the focus of your exploration. This should be a collective goal that the group agrees is important and
insufficiently accomplished (the group agrees it would like to be doing much better with this goal). Once the focus is
determined, each person should enter it in column 1 of his or her worksheet, the “collective commitment.”

Step Two
Working silently and independently for the next ten minutes or so, each person considers the following question:

What do we as a group (not “I as an individual,” not “some members of our group”) do and fail to do that works against
our collective commitment in column 1?

Enter these answers (still working individually) into column 2.

Step Three
Still working individually, make a list of what you believe the group’s biggest fears would be if it were to do the oppo-
site of column 2. From this, craft the collective commitment you believe these fears represent. This should be very

familiar to you from your individual work on the four-column immunity map.

Step Four

Now it’s time to reengage with your group and see what others have come up with. Your task here is to create a com-
mon picture of a possible groupwide contradiction or “immunity to change” by sharing your individual perspectives
of columns 2 and 3. Let us remind you that powerful third-column entries:

+ Are inevitably commitments to groupwide self-protection
+ Show why the second-column behaviors make “perfect sense” just as they are

+ Are almost never the sort of thing the group would be comfortable announcing to the press (unlike first-
column commitments, which are)

Step Five
Having created a picture of a contradiction you deem both powerful and plausible, you should turn to the fourth
column and ask yourselves:

What assumption must we be holding that makes the third-column commitment inevitable?

Step Six
Finally, as a group, consider “where do we go from here?” with the new ideas and insights this exercise has generated.
Have we uncovered a Big Assumption that needs to be tested to determine its validity? What experiments might we devise
and run that will move us, as a group, through the phases of overturning an immunity to change (as identified in
Chapter 9)?

Examples of this process for another district are shown in the following tables.

(Continued)
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