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1) Identify your system’s current state of organizational 
coherence

2) Discover how theories of action, coherence diagrams, 
and innovation configurations (that center upon root 
cause problems) focus direction and deepen learning. 

3) Analyze how monitoring targeted action steps and 
coaching around intended impact cultivate 
collaborative culture and secure internal accountability

4) Articulate potential next steps in your system’s 
continuous improvement journey



We are working harder 
than ever.

  
Why aren’t we seeing a 

greater impact on student 
learning in proportion to 

all the effort?



Jeffcubos.com



How many initiatives 
is your school/district 

currently pursuing to improve 
student learning and well being?



A.   1-6
B.   7-12
C.   13-18
D.   19+







Our Overall Purpose:
Helping you build focus and coherence 
of your system’s improvement agenda and 
related short-term cycles of intentional action, 
leading to significant adult practice and 
student achievement gains over the long term



What small set of ambitious goals 
that are linked to impacting student learning 

DO or COULD GUIDE 
your system’s improvement journey?



Example Goals
Ontario

1) Increase literacy and numeracy proficiency and 
high school graduation rates

2) Reduce the achievement gap for subgroups 
(ELLs, special education, schools in poverty) 
relative to the three core achievement goals

3) Build public confidence in schools



Example Goals
York

Improve Literacy across all grades and 
content areas to include

● Critical thinking

● Problem solving

● Communication 



Example Goals
School District X

1) College and career ready graduates

2) Adaptable, connected digital citizens

3) Highly engaging learning culture



What small set of ambitious goals 
that are linked to impacting student learning 

DO or COULD GUIDE 
your system’s improvement journey?

You Try!



Our 
Approach
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Focusing Direction 1) Shared purpose drives action
2) A small number of goals tied to student learning drives decisions
3) A clear strategy for achieving the goals is known by all
4) Change knowledge is used to move the district forward

Cultivating 
Collaborative 
Cultures

1) A growth mindset underlies the culture
2) Leaders model learning themselves and shape a culture of learning
3) Collective capacity building is fostered above individual development
4) Structures and processes support intentional collaborative work

Deepening 
Learning

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

Securing 
Accountability

1) Educators take responsibility for continuously improving results
2) Underperformance is an opportunity for growth, not blame
3) External accountability is used transparently to benchmark progress.

Coherence Assessment Protocol (Fullan & Quinn, 2016)



            

= Describes Us Well

= Some Signs of Progress / In Pockets

= Not Us Yet!

A

B

C

How coherent is your system?

You Try!



Given this knowledge, at your next opportunity 
as a system: 

What would be 2-3 
current strengths of 
coherence you would 
want to continue / 
reinforce?

What would be 2-3 
components of 
coherence that 
would be important 
for your system to 
address / grow?



Fullan & Quinn,
    2016
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Data Analysis and Problem Identification

You Try!
Our Journey Planner

Learning and Leading SD

1. Our Organization’s 3-6 Biggest Current Problems/Needs as Identified by Our Best 
Current Data on Hand in Terms of Both Student Learning and Organizational Culture

● Problem/Need #1
● Problem/Need #2, etc.





Root Cause Problems
Explain Current Levels of Student Learning

Administrative
Leadership

Instructional
Leadership

TEAM

Organizational
Context

Teaching/
Instruction

Student 
Engagement 
and Learning

Adapted from Cosner, 2005; Gamoran, Secada, & Marrett, 2000; Bryk et al., 2006



Root Cause Problems
Explain Current Levels of Student Learning

Leadership

Organizational
Context

Teaching/
Instruction Student 

Engagement 
and Learning

Adapted from Cosner, 2005; Gamoran, Secada, & Marrett, 2000; Bryk et al., 2006

High-level 
Literacy 

Practices are 
Undefined

Limited 
Monitoring of 

Literacy 
Practices and 
Data Analysis 
is Occurring 

Having Too Many 
Initiatives Impacts 

PD and Teacher 
Support

Literacy Teaching 
Practices are 

Generally Not at 
High Level



You Try!
Our Journey Planner

Leading and Learning SD

1. Our Organization’s 3-6 Biggest Current Problems/Needs as Identified by Our Best 
Current Data on Hand in Terms of Both Student Learning and Organizational Culture

● Problem/Need #1
● Problem/Need #2, etc.

2. Potential Root Causes for Our Biggest Current Organizational Problems/Needs
(Seeking to prioritize those root causes which are common across multiple problems).

● Potential Root Cause #1
● Potential Root Cause #2, etc.





Our Journey Planner
Learning and Leading SD

Goal 1 Goal 2 Goal 3

Strategies Strategies Strategies

Reduce Protocol



Reframe Protocol
1. Develop a diagram that makes your focus, goals, and 

support strategies from yesterday’s work clear for everyone.  For 
an example, see p. 104 in Coherence.

2. Make the connections explicit and integrated.

3. Recognize that those who participated in the Reduce phase have 
a clear picture of how the parts are connected.  Find ways for 
those not engaged in the initial process to have the same 
dialogue about what the pieces mean and how they relate to their 
roles.  In what ways might you provide multiple methods to 
communicate this diagram and provide multiple opportunities for 
people to engage in conversations about it?







Fullan and Quinn share that a common 
problem in schools is that the adults do not 
have a focused, coherent sense of what they 
are collectively trying to improve in order to 

accomplish deep impact for students.

What aspects of these example coherence 
diagrams attempt to address this common 

problem?





Benchmark Reviews with Principals-
Initiation- Implementation- Institutionalization



Focusing 
Direction



FOCUSING 
DIRECTION

+ Common 
language

+ Consistent 
framework

+ Customized to 
each school’s 
data and needs



Deepening 
Learning-

Adult 
Learning 

Frameworks 
have been a 

“game 
changer”.



2015 - 16

2013 - 14

2017-18

2016-17

Banting Elementary-
 STUDENT IMPACT



BANTING 
ELEMENTARY

 The Impact of Student Growth

50% FRL
Almost 500 students
35% English Learners
15% S with Disabilities
54% Hispanic/Latino

“We keep the main thing, the main thing.”
“We relentlessly focus on a few things that matter most.”



Based on what you just saw, 
what are some potential 
reasons for this impact
on student learning?

Specifically, which of 
these 14 components of 
coherence seem most 
evident and/or emerging 
in this system?
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Doug Reeves
Finding Your Leadership Focus:  

What Matters Most for Student Results 
2011

Michael Fullan
The Moral Imperative Realized

2011

Moral Imperative

Focus Focus on a Few Deep Strategies

Monitoring Constructive Monitoring

Efficacy Corresponding Effective Action

In Search Of… Leadership Actions that Matter Most







Creating an Engaged System of 
Targeted Action and Collective 

Accountability

       

     Why the Need for Systems of Action   
& Accountability?



Augusta’s Focus on Student Achievement 

How Augusta is 
Working to 
Narrow Our 

Focus



  The HOW of the Strategic              
Plan Creating a Shared Vision 

(Fullan: Focused Direction)

● Why does direction matter?

Alice: “Cheshire Cat, Would you tell me, please, which way I ought to go from here?”

Chesire: “That depends a good deal on where you want to get to”

Alice: “I don’t much care where”

Chesire: “Then it doesn’t matter which way you go”–

Alice: “So long as I get SOMEWHERE”

Chesire: “Oh, you’re sure to do that, if you only walk long enough.'”



Stakeholder Engagement Breathes 
Life into Strategic Plan/Cycles of 

Continuous Improvement: 
Cultivating Collaborative Cultures

● Empowerment of Stakeholders

● Adult Learning Frameworks (1-3 Things)







Strategic & Targeted Actions:
Growth through Feedback 

 & Clear Communicative Practices
● Risk-taking

● What does pretty look like?

● Deliberate & intentional practices

● Specific and frequent feedback



Assessment & Accountability: Cycles of Continuous Improvement
(Fullan: Securing Accountability)



Impact on Practices & 
Student Learning 

Thus Far

Feedback from Teachers



Impact on Student Learning
at Augusta Elementary

2013-14

2017-18



Impact on Student Learning
at Augusta Middle & High

*66% reduction in # of students failing from 
2015/16-2018/19

*17% of students failed Q1 in 2015-16 vs. 6% 
of students that failed Q1 in 2018-19



Goal #1:

Goal #2:

Action Step or Monitoring Milestone Lead
 

Date Due Status

A1)

M1)

A2)

M2)

A3)

M3)

Our 100-Day Plan
Team _________
Winter 2018-19



Building a More Powerful 100-day Plan
Checklists 

vs. 
Impact

Action Steps 
vs. 

Monitoring Milestones





Building a More Powerful 100-day Plan

Build in both Action Steps and 
Monitoring Milestones





You Try!
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A

B

C

How coherent is your system?
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“Think of the four parts of the Coherence 
Framework like the four chambers of a heart.  
You might be focused on one more than 
others at a given point in time but you need 
them all.  And leadership is at the center -- 
‘pushing’ and ‘pulling’ to make all this work.”

-- Fullan and Quinn



You know you are building coherence when...

people don’t just “walk the talk”

but when they also “talk the walk”

consistently and accurately in various roles 
across the system 



Post-Session Evaluation

Take our 3 minute survey!

Your feedback will be used to:
● Understand the impact of our session
● Improve our facilitation

bit.ly/2018SessionFeedback

Your responses power our                                   report

Session Number: 2224
NOTE: Session ID should be in all CAPS 

and is case-sensitive.

http://bit.ly/2018SessionFeedback

