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Welcome and 
Introductions
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Michael Murphy

❑41 years of experience in public and private schools

❑Teacher, instructional coach, assistant principal, principal, director of program 
evaluation, assistant superintendent, interim superintendent

❑Learning Forward director, senior consultant, & author; ASCD faculty and author

❑Leadership coach and consultant

❑National and international coaching and consulting since 2009

3



4

Finding Three New Dialogue Mates:

Find three 
new 

colleagues 
not at your 

table!



Creating our 
Learning 

Community:
Attention to:

 The schedule

 Rich, supporting conversations

 Technology management

 Participation and questions

 Personal application
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1) Work with one other person next 
to you at your table.

2) Think about some project at your 
schools that you are going to start 
or are right in the middle of . . .  
Pick one that is really important 
to “get it right.”

What will help it succeed?

What could get in its way?
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The 
Construction 
of Sustained 

Improvement 
Requires  a 

Focus on Three 
Simultaneous 

Lenses:
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How: Both the 
Leadership and 

the Management 
of the 

Components to 
Make it All Happen

Why: The Moral 
Compelling 

Purpose for the 
Work in Terms of 

Teachers and 
Students

What: A Deep 
Understanding of 
the Practices We 

Are Trying to 
Implement



The Essence of 
Leading 
Lasting 

Innovation
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Leadership 
and 

Management

People

OperationsStrategy

--influenced by Bossidy and Charan, Execution: The Discipline of Getting Things Done, 2009



How Do These Three 
Lenses Look in Practice? 

What Matters?
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• Having a clear vision

• Connecting work to the 
purpose

• Constant messaging

• Developing attainable 
theories of yearly change

Strategy

• Development of people’s 
knowledge and skill

• Modeling the science of 
listening

• Building trust

• Capitalizing on motivation

People
• Determining progress

• Making adjustments based on 
assessment

• Rewarding “doers”

• Managing the change long-
term

• Applying “heat” and “light”

Operations

--Adapted from Farina & Kotch; Fullan; Hall, Hord & Roussin; Hirsh and Brown; Marzano; Miles; Tomlinson & Murphy; Bossidy and Charan



1) What is your understanding of 
each of these components?

2) Which of the components is 
strongest in your context?

3) Which needs strengthening?

4) What makes it hard to 
simultaneously work on all 
three components?
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The Big Picture of Change, People, and Us

12



13

Thinking about implementing all of the changes . . . Consistent and effective practice and results

--Adapted from Hord, 1999; Hord and Roussin, 2013
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Initial Steps: Initiation

Deeply Embedded: 
Institutionalization

Beginning Work: 
Implementation

Worry about personal impact Desire to implement correctly Desire to broaden and deepen  

Focus and troubleshooting

Integration and barrier removal



Do the fears 
seem 

illogical?
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Issue at school

Data to support it

Necessary change or 
improvement

Plans to initiate and 
implement the change 

correctly

Does this make 
sense to you?  
Why are we so 

often frustrated?

Technical 
factors

Social 
factors



People need a 
purpose to 
their work!

An AUTHENTIC PURPOSE develops as:
 The personal good and collective good 

become one
 Positive peer pressure kicks in
 Employees maintain high levels of energy
 Collaboration increases
 Learning accelerates
 Performance climbs
Mindful listening is seen throughout

16--adapted from Quinn & Thakor, Harvard Business Review, 2018



Before you 
begin the 

vision work at 
your schools,  

consider:

 How much LISTENING have you done?

 What are the STORIES that you are 
hearing?

 Do you know the PURPOSE?

 Are people driven by their HEARTS as 
well as their HANDS?
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Initial Steps: Initiation

Deeply Embedded: 
Institutionalization

Beginning Work: 
Implementation

Worry about personal impact Desire to implement correctly Desire to broaden and deepen  

Focus and troubleshooting

Integration and barrier removal



Talk about this . . .

1) What is your idea of vision?  How does all of 
this fit with your concept of vision?

2) How do you think about change over time?

3) Describe some big initiative right now that is 
occurring in your organization or school.  In 
what ways do you see evidence of fears 
and/or emotional responses to this change?  
What do you think about it?
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Could the Change Be In 
Trouble from the Start?
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How Critical is 
Initiation?

21

People can articulate how the change will improve things.
There is a clear vision of how the change will look when 

implemented well.
There are resources to support the beginning of the change.
A focus on relationships is seen among teachers and leaders.
Daily interactions reinforce the autonomy of teachers.
Will people have a quick sense of progress?
There are champions for the change.
Attention is being paid to people’s emotional reactions to 

the change.



Factors 
Associated 

with Initiation:
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Advocates 
for the 
change

Pressure 
and 

support for 
change

A problem 
solving 
culture

Access to 
quality 

information
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Heat: The 
Transactional 

Side

Light: The 
Transformational 

Side

• Who can provide 
HEAT?  

• Who can’t?



Is the System 
Ready to be 
Disturbed?

Leadership:

 Internal or external “shocks” 
to the organization

 Clear markers of progress

 Internal communication, 
checks and balances

 Linking of the new practices 
with the old

Supporting Partners:

 Expertise in resources to be 
used and how they are to be 
used

 Adaptive timelines 
depending on setbacks

 Professional development 
support and asset mapping

24--Adapted from Quinn (2000); Van deVen, Polley, Garud, and Venkataraman (1999); Murphy (2015)



Rewarding the 
Early “Doers”

❑These leading teachers serve as “the next tier or capacity builders” 
in the school (Saphier and West, 2010).

❑Rewarding does not equal compensation, necessarily.  This only 
leads to short-term compliance and results (Bossidy and Charan, 
2009).

❑Early “doers” are people who a) implement the practice deeply and 
b) get results.
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Discuss INITIATION with            .

What sticks out to you?

 Implications for you and your 
work and partnerships?
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Does the Change Have 
a Fighting Chance?
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Long-Term 
Changes in the 
“Level of Use” 
of the Change 

 The innovation will not “stick” unless individual use of it 
has, for the majority of the practitioners, moved from 
“mechanical use” to “refined use.”

 Most changes hover somewhere between mostly 
mechanical and routine, which mean that they will not 
last beyond the “external irritant” that is championing 
the change.

 Student outcomes are only positively affected when 
the majority of practitioners are in the refined use of 
the innovation.
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Mechanical 
Use

Routine 
Use

Refined 
Use



What is 
Refined Use of 

an 
Instructional 

Change?
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Teachers are:
Talking about the results and have their own data to 

show the results.

Incorporating the new practices into their plans with 
ease.

Searching for additional materials and products to 
enhance the effects.

Welcoming additional suggestions for better 
implementation.

Working with other teachers to access new ideas.



Deepening our collective understanding of this . . .

30

*Institutionalization usually occurs after a number of years of focused effort  
and adjustment.

*How deeply embedded would you expect something to be after five years?  
*What if there are pockets of shallow institutionalization after five years?

Initial Steps: Initiation

Deeply Embedded: 
Institutionalization

Beginning Work: 
Implementation



Enemies of 
Institutionalization
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Vulnerability

Indifference

--Adapted from Huberman and Miles (1986)



32

Heat: The 
Transactional 

Side

Light: The 
Transformational 

Side

• What should HEAT look like?  
• What kind of LIGHT do 

people need?



Is It Going to 
Last ?

Leadership:

 Continued administrative 
pressure

 Increased teacher-
administrator harmony

 Organizational 
transformation as it adjusts 
to the change

 Building of internal 
champions

 Procedures and policies

Supporting Partners:

 Expertise in developing 
internal champions

 Assistance in developing 
widespread refined use

 Assistance in ensuring 
leaders are skilled in the 
innovation

33--Adapted from Quinn (2000); Van deVen, Polley, Garud, and Venkataraman (1999); Huberman and Miles (1984); Murphy (2015)



Discuss 
INSTITUTIONALIZATION with 
SOMEONE NEW in the room.

What sticks out to you?

 Implications for you and your 
work and partnerships?
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Your Decision 
Guide:

Current Condition: Action?

Most of the implementation is 
mechanical or at best, routine (but 
shallow).

Enlist the expertise of a partner to 
provide job-embedded PD to create 
more sophisticated users.

School leaders  and/or teachers show 
lasting indifference to the change.

Conjure fair amount of heat and clarity.

Teachers are complaining about the 
innovation.

Create PD that focuses on problem 
solving.

The innovation is still only working 
because of the “external irritation” to 
the system.

Build internal champions.

Teachers seem troubled about the 
effectiveness of the innovation.

Find ways to celebrate “short term 
wins” that focus on efficiency or student 
responses.

The district has “moved on” to other 
innovations.

Create a way that your innovation can 
connect to the newest innovations.

People are overwhelmed with the work. Eliminate competing initiatives or 
barriers.
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Pause and 
Reflect . . .

Action?

Discussion?
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Adaptive Professional 
Learning is One Key to 
Making Sure the Change 
Lasts . . .
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If TRAINING is 
our primary 
model . . .

Training is valuable for gaining knowledge only.

Training may be the worst method for 
implementation.

Very few teachers will attend training on 
differentiation and implement anything they 
learned without additional strategic support!
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Professional Learning 
Element

Effects on 
Knowledge

Effects on 
Short-Term 

Use (%)

Effects on 
Long-Term 

Use (%)

Theory, readings, 
discussions, lectures, 
trainings

Positive 5-10% 5-10%

All + demonstrations Positive 5-20% 5-20%

All + demonstrations + 
collaborative planning of 
units or lessons

Positive 80-90% 5-10%

All + demonstrations + 
planning of units + 
peer/collegial coaching

Positive 90%+ 90%+

39--Joyce and Showers, 1995



Deepening our collective understanding of this . . .

40

Where is training a good idea and a good design?

How do the professional learning needs change over time? 

What are the implications for you?

Initial Steps: Initiation

Deeply Embedded: 
Institutionalization

Beginning Work: 
Implementation



Teachers working informally with each 
other to problem solve

The creation of “just in time” PL based 
on “where teachers are”

Working together to write curriculum, 
share instructional ideas

Job-
Embedded 

Adult Learning 
. . . At Schools!

41

“If the practices are not getting implemented well, it is OUR problem, not someone else's!”



Find your                  .

Think of something you are 
working on that might benefit 
from this kind of PL.

How would you arrange this?

42



What Keeps Folks 
Motivated?

43



44
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Autonomy:
Task

Technique

Team



Purpose:

46

Factor 
#2: 

Clarity

Factor 
#1: 

Priority



Mastery & Competence:

47

Growth

Self-efficacy

Success intervals
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Power
Charisma

Perks or 
Rewards

What is NOT Motivating?



Make sense of it . . .

1) What is your 
personal 
reaction to the 
motivation 
work?

2) How does 
motivation, in a 
practical way, 
“play out” in 
your work with 
others?

49



Trust May be the Glue . . .

50



Our Theory of Change and Trust:
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Trust

Purpose

Engagement

Joy

Benefit

--influenced by Daniel Pink, Drive; and Paul Zak, Trust Factor



Building Trust:

❑People want to have both “hard” 
and “soft” conversations with us 
and each other.

❑The conversations can be tough, 
and in fact, transparent 
conversations are more valued 
than you might think!

❑No “change conversation” should 
exist unless it continually focuses 
on what the goal is.

❑Schools that exhibit even average 
trust among the adults have only a 1 
in 7 chance of improving student 
outcomes.

❑Schools that exhibit above average 
trust have a 1 in 2 chance of 
improving outcomes.

❑Trust is in the leader, in the work, 
and in each other.

❑Trust can be diagnosed and 
developed!

52--influenced by Trust Matters, Tschannen-Moran, 2004 and Bryk & Schneider, 2003



Developing Trust: A 
Three-Part Solution

53

Trust in Each Other
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Collegial 
Trust 

Facets



What Are Trust 
Building 
Strategies?

55

Trust in Each Other



10 Ways To Build Trust
Megan Tschannen-Moran 

One thing we know for sure – high levels of trust are necessary for high levels of 
performance! The research findings of Megan Tschannen-Moran clearly support this 
assertion. Here are some ideas to get you started:

1.Make relationships a priority. We are in the people business and relationships are 
everything. Treat them as such. Susan Scott reinforces this concept in her book, Fierce 
Conversations when she says, “The conversation is the relationship.”

2.Show personal regard. Invest time in personally knowing others . . . their hopes, 
fears, and dreams, what they care deeply about. It can be as simple as speaking to 
someone about her grandchildren, acknowledging the college from which someone has 
graduated, or asking about a sick child. It might also include knowing that I love 
chocolate, giving me a pat on the back for a job well done, asking my opinion about 
something important to the school, or dropping me a note of appreciation for being a 
masterful educator.

56

http://coachingschoolresults.com/blog/10-ways-to-build-trust


3. Make daily deposits. Relational trust is built on a day-to-day basis. It’s the small 
things that make a BIG difference. Find authentic ways to make deposits into my 
emotional bank account every day.

4. Be a committed listener. Offer full presence to others. Listen twice as much as 
you speak as suggested by the fact that we have two ears and one mouth. It is a 
gift that people are hungry for.

5. Keep your promises. When you say you will do something, do it without fail. This 
demonstrates your trustworthiness and integrity which opens the door for even 
greater trust in the relationship.

6. Use reflective feedback. The language we use is a signal of trust in the 
relationship. Choosing to offer feedback that is reflective in nature, delivers the 
message AND enhances the relationship. It clarifies, acknowledges the value 
potential, and promotes the thinking of the receiver as one considers additional 
possibilities and options for future action.

57



58

7. Promote thinking rather than advice giving. David Rock’s book, Quiet Leadership
asserts that the best way to improve the performance of another is to improve his 
thinking. Asking reflective questions over telling mediates the thinking of the other 
person, creating new hardwiring that substitutes short-term solutions for long-term 
capacity building.

8. Articulate expectations and standards. Be clear about what you expect with regard to 
performance. What are the drop dead essentials for working in your school or 
district? In what ways do you communicate these essentials to those who are most 
affected?

9. Trust others. As ironic as this may seem, increasing our own trust of others, can build 
trust. Presume positive intent by believing that they “can do!”

10. Celebrate successes. Say “thank you” on a regular basis to individuals as well as the 
collective group. We all “crave” recognition and want to know that we are doing 
something worthwhile and doing it well.



A Plan that Inspires and 
Comforts

59



Change Plans and the Value of Incremental Innovation:

Motivation theory and the idea 
of “mastery” 

The “Lorenzian strategy” of 
small actions

Comfort within the provision 
of a time-constrained focus

60
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Your visual articulation of a) what components are vital to your 
plan, b) how they sequence, all based on your “theory” of how 

the expected changes will happen over the year.



It’s a bit of a story (your team’s hypothesis) that you are 
describing . . . with a beginning, a middle, and an anticipated 

“end.”

62

Starting 
Point

1st Step

2nd

Action

3rd

Action

4th Step



Create a more 
profound culture 
of teaching and 

learning

Learn how to 
create hands-on, 
standards-based 
experiences for 

our students 

Intentionally 
focus regular 
collaboration 

time on 
necessary 

changes in our 
practice and the 

needs of our 
students

Create and 
implement 
varieties of 

opportunities for 
parent and 
community 

engagement 

*Implement all 
components of 
literacy and math 
blocks with fidelity 
and consistency
*Create a 
respectful, 
structured 
environment

*Commit to 
professional 
learning 
opportunities 
designed to 
engage students 
more
*Create and 
implement mobile 
STEM cart for 
hands-on study

*Create consistent 
goal setting school-
wide with common 
language and 
documents
*Intentionally use 
collaborative 
planning time 
vertically and 
horizontally

*Focus regular 
college and career 
days through fairs 
and other special 
events
*Provide 
extracurricular 
opportunities for 
students to 
demonstrate their 
knowledge
*Create options for 
family engagement 
and communication

*Deeper and more 
sustained levels of 
student engagement 
will be observed; 
*Teachers will 
demonstrate deeper 
levels of reading and 
math literacy;
*Collaboration time 
will document 
implementation of 
practice and evidence 
of student impact; 
and
*There will be an 
increase in parent 
volunteers and 
community 
participation in 
events



Resolving Potential 
Problems . . .
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We all have a natural leadership style . . .  Is it 
part of the problem? 

Command or 
Authoritarian

Consultative and 
Participative

Collaborative and 
Inviting

Coaching and 
Empowering

*Influenced by the Texas Lead Center Leadership Development Process, 2012

• Which style is generally the most efficient?
• Which style is generally the most controlling?
• Which style leads generally to the most commitment on others?
• What is your preferred style?
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Strategy 
#2: Mutual 
Interest or 

Purpose

Point 
of View

Point 
of View
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Refocusing

Collaboration

Consequence

Management

Personal

Informational

Awareness

Usually “early on” in the 
work, before people are 
actually “doing” the change.

Management issues are related to time, 
schedules, materials, etc.  Management 
issues are “good news, bad news”.  It is 
only after management issues are 
resolved that the individual is more 
concerned about students than 
him/herself.

--Hall, 1999; Hall and Hord, 2001; Hord and Roussin, 2013
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Refocusing

Collaboration

Consequence

Management

Personal

Informational

Awareness

“Think about the work we are 
doing in our new reading program 
this year, and how that is going for 

you.  When you think about that 
and your efforts to implement it in 

your classroom, what concerns
you?  What are you worried

about?”



Emotional 
Responses 
Often Fall 
into 
Patterns

69

“Stage” Surveyed Individuals:

Information X

Personal X X 

Management X X X X X X 

Consequence X X 

Collaboration X

What would 
we do 

about this?



Strategy #4: 
Address Their 
Fears
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--Technical Fear

--Socio-emotional 
Fear
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What’s in your 
heads this 
afternoon?  What 
are your new ideas 
that you are 
committed to 
implementing?


