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Chapter 12: Moving Up from lower Quadrants to Higher Function 
 
In this chapter, we examine how to facilitate the movement of a school that is currently 
functioning in the lower quadrants toward a solid move up the pathway to higher function and 
effectiveness. Defining this move will be increasing the consistency, clarity and connectedness 
of the references/R’s, and at the rate that is understood and embraced by the staff and 
replacement of lower quality actions/X’s for higher quality X’s. 
 
If we are working in or with a school that by some measure is characterized by low 
performance, we are no doubt receiving a lot of advice. And more than that, we are the 
collective target of a lot of judgment. So it is normal for us to build up a set of  protective R’s 
that help us defend ourselves from critics, especially from those that do not appreciate how 
difficult the work is in schools that are challenged by several external factors.  So the starting 
point for our examination into moving a low performing school up the pathway is a lot of 
compassion and admiration for those that have chosen to do this work. Everyone involved in 
this book has been there as a teacher, and we still work with schools that are some of the most 
notoriously difficult schools in the country.  
 
The fact is that one more voice of advice is going to be readily dismissed if no one is in the 
frame of mind to listen. On the one hand, we are all yearning to do meaningful work and be 
part of something functional. On the other hand, we would rather not be exposed to external 
assessment or even engage in self-reflection if the result is going to lead to feeling personally 
judged and inadequate. Therefore, this process needs to be defined by hope and solid ideas 
that can be seen as leading to positive results.  
 
While not simple or common, we need to keep in mind that making a substantive move up the 
pathway that includes higher level O’s is both very realistic and achievable. Everything that you 
need to make it happen exists in your school. And it is important to keep in mind that schools in 
your situation have made large moves up. But in every case where significant process was made 
to higher levels of function and performance ALL the necessary factors were evidenced. Those 
factors include: 

• Vision and Leadership – which includes some continuity over time 

• Changes in R’s – toward those defined by higher locations on the roadmap 

• Changes in X’s – toward those defined by higher locations on the roadmap 

• Increasingly more X’s that promote a psychology of success, and decreasingly fewer X’s 
that promote a psychology of failure. 

  
Steps to Moving Up the Pathway 
As we explore the process of moving a more challenging school from its location in the middle 
to lower levels of the roadmap, we could conceive the growth process occurring in steps. In 
reality it should not be thought of so much as a linear process as things that might work better 
if ordered in this way. First, we will want to engage in a self-assessment of where we are, 
especially as it relates to our location on the roadmap. Second, we will want begin the ongoing 
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conversation about the “true” R’s at the school, what we think and feel about them, and how 
we might want to change them. Third, we will want to set our aim toward a direction on the 
roadmap for our growth that will include connecting R’s and/or a creating a revised vision. 
Fourth, we will want to collectively and individually classify our X’s as being useful or not to our 
movement. Fifth we will want to find ways to eliminate as many “POF/moving us down” as 
possible while not undermining staffs ability to function in their current system. Sixth, we will 
want to add 1-paradigm and high functioning 2-paradigm X’s at a rate that is sensitive and 
consistent with the accommodation of the new R’s that will be required. And for each of these 
steps we will need to keep in mind the predicable roadblocks and sources of indigestion for the 
system (both the collective system, and the student and staff personal systems).  
 

Reflection: If we are in the position of leading this effort, this task may appear daunting. So this 
is a good place to ask ourselves some questions.  
- What R’s do I need to change to be more effective in this process? 
- Are my current administrative and leadership X’s suited to this effort or do I need to rethink 

some of them? 
- Am I committed to doing this or am I going to lose interest if I do not see results right away 

or encounter a lot of resistance? 

 
It is likely that many readers are asking themselves “Isn’t there an easier way to do this?” If you 
are looking for easy answers, you WILL find them, hundreds of them. There are more programs 
all the time that will make great promises. But adding an isolated X to solve a symptom that 
does not include a change in R’s will always lead to the same end - dissipation of efforts and 
eventually no real movement i.e., change in O’s. That does not mean that including new X’s in 
the form of programs cannot be useful, a new program might be very useful changing key R’s 
and X’s at the school. But remember axiom number 1 in this process, “Everything is connected.” 
If the R’s in the system do no align with an X, the X will be spit out and dismissed.  Cleverness is 
useful when we are thinking of solutions to small practical problems, but as we have discussed 
throughout the book, cleverness is usually related to lower levels of perception (LOPs). Using 
the qualities of integrity and principle-driven thinking R’s will usually achieve better results than 
cleverness for all members in the growth process. We need to resist the temptation to get 
clever and look for easy answers. When you hear the conversation going to lower LOP thinking, 
ask a higher LOP question, such as “How are we going to change our individual R’s, change as 
people, and change our collective school R, so that our X’s change for the better?” 
 
 
Recognition that we are creating our O’s with our R’s and X’s 
“We need to do something’ – we are doing thousands of X’s every day. What are they 
producing? 
Remember, when we look at schools, in almost every case those with lower levels of function 
are not only doing different things they are trying to do different things 
 
 
 



TCSS ch 12: Moving up from Lower Quadrants rough draft v1-2-15 ©ASSC p.12- 3 

 

Step 1: Taking Stock and Assessing the R’s and X’s at the school 
 
How to Assess – take from the chapter earlier and just list them 

- Survey 
- Eyes and ears – look at a typical classroom, rate the clarity of expectations, then rate the 

amount of survival emotion in the room, then rate the amount of consistency that 
students feel going from place to place, then rate how engaging is the work in the class.  

- Interviews and focus groups. Combine those ratings. Where would you put your school 
on the roadmap? 

- sdlhgfh 
 
But keep in mind that on the pathway R’s, X’s and O’s always move together. Which is why 
when we work with schools we are able to tell them with a great deal of certainty that if we 
know one of these three things we will also know the other two – they are the SCAI climate 
ratings, the common practices in the school, or the achievement scores. So what that means for 
us when we are in the process of assessing our school, is that we can locate ourselves on the 
function level roadmap with any of these pieces of data. And we can be pretty confident that 
the R’s, X’s and O’s will be what one would expect at that location.  
 
Guiding Question: What is keeping us stuck? But more importantly, where do we want to be?  
 

Reflection: As a leader, one of your jobs is to mirror and project the disposition that you want 
from the members of the staff. So instead of asking yourself how you feel and what do they 
need to know about your level of happiness, approval, ask yourself, what emotion, affect or 
disposition will create the best climate for this conversation and change. The staff is looking at 
you and will play off your disposition. What do they need? – urgency, openness, confidence, 
trust, patience, lightness, humor, absoluteness, seriousness? 

 
To help make the process of self-assessment more concrete, we can examine two schools. Both 
schools are rated as below average in most respects, yet have issues that are distinct to each 
school, and as a result different kinds of needs at this stage in the process. For each school, we 
will want to identify 1) their situation in general, 2) a sample of O’s that characterize their 
problematic symptoms, 3) their real problems, and 4) what they might think about as far as 
self-assessment. 
 
School A: Very typical profile. Located on the lower part of the common pathway 

1. Overall School A could be described as a place where things seem to stay the same. 
Most faculty have been there for many years, their school climate is rated between a 
2.5 to 2.8 out of 5 on the SCAI which indicated most X’s are characterized by either the 2 
or the 4 paradigm.  The school is represented by the star on the roadmap diagram 
below. 
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2. When the faculty list the O’s that they think are below standard they identify the 
following: 

a. Student achievement in the lower third percentile 
b. Low motivation – displayed in low homework completion, lack of studying, little 

interest in paying attention, etc 
c. Uneven discipline – some classes are attentive, but those are usually teachers 

who use heavy consequences for inattention, but many classes are not, and thus 
are given a lot of negative recognition, and lecturing, and even office referrals 

3. The real problems as we have discussed are much more caused by the X’s in the school 
than anything else. In this case the real problems that are contributing to the O’s listed 
above include: 

a. Instruction that lacks engagement, assessment that lacks clarity and definition of 
process elements, reliance on traditional instructional models. 

b. Instructional models do not promote intrinsic motivation, or meaningful goals 
for the students. 

c. 2 and 4 style classroom management practices which lead to less and less 
internal motivation and self-discipline and encourage testing the teacher to meet 
the needs of power and fun. 

4. For this school, the assessment process will need to consider how much status quo 
exists in the system. So resistance will not only be possible, it will be most likely very 
strong. Faculty will have a great explanation for why what they are doing is “working.” 
So assessment that involves examining X’s will be most useful. The conversation around 
the R’s will need to be ongoing, but it will need to be grounded in something that 
provided perspective. The R at this school is that, “we are doing the best we can with 
these students, have you heard the stories of some of their lives.” We need to change 
that to “We are doing X’s all day, some are making us healthier, others are making us 
sicker.” The SCAI climate inventory is useful in this process. When the teachers do the 
self-assessment of their own R’s and X’s, the data is more powerful.  

 
(add more here) 
 
School B: Committed to a Project-Based Instruction Mission, but underperforming 

1. School B has been committed to project-based instruction for the past few years, and 
while that commitment is evident, some of the goals that they would have expected to 
see by now such as more learning, a better climate, and an increasing level of self-
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direction have not materialized. This is a frustrating situation for those who had great 
hopes for the school. 

2. When the staff at School B examine where their students are by the end of the year, 
they see O’s that have stayed relatively flat.  

a. Students do the work, but the growth toward becoming experts at collaboration, 
inquiry, or self-direction is minimal.  

b. So there is a perceived need for some 2-style classroom management to keep 
students on-task.  

c. Their student achievement is in the bottom one-third percentile, and their SCAI 
climate scores are about 2.7 to 2.9. This location is represented by a star at the 
location on the roadmap diagram below. 

 

 
 

3. When we ask the question “Why are these O’s staying the same?” and what are the 
“real problems” here at school B, the answers seem to point to the lack of clarity and 
skill building used in the project-based learning (PBL). Again, the culprits are the X’s. 

a. Schools where there is growth in the areas of collaborative group work, and 
understanding and executing the inquiry process, there is a very deliberate effort 
to build the skills necessary. We will discuss these skills later in the book. But 
assessing the process with very detailed rubrics, and having students self-assess 
themselves on these rubrics is critical to seeing progress from one iteration of 
PBL to the next. 

b. Using 2-style management in an effort to create a 1-style classroom will always 
limit progress. This idea will be explored more when we discuss dimension 5 
management and discipline, but it is discussed in detail in the book 
Transformative Classroom Management. In essence, we are telling student to a) 
do what they are told, sit down and do their work or we will give them some 
external strife, which at the same time we are saying b) be a self-directed 
learner, we assume you are clear on what you are doing or you would ask, and 
we want you to think creatively and innovate and work collaboratively with 
others. The messages in a and b do not match up 

c. If the school created more clarity and used management that contributed to 
their goals their SCAI and achievement would increase.  

4. In terms of assessment, school B, would just need to ask themselves some questions 
about what kinds of skill X’s that are required to create a growth curve in the O’s that 
they are looking for. And data that let them see that students do not have some of the 
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skills, expectation, or perceptions that they may be assuming would be useful. The SCAI 
can function that way, but so can a focus group or other surveys. But without someone 
in the discussion or process as a whole that understands the skill related X’s that are 
required to create high quality PBL, the process will be defined by fuzzy vision and 
direction R’s. If we do not know what questions to ask, we cannot get at the real 
problems, and if we don’t get at the real problems, we are not in a position to conceive 
of the necessary solutions. 

 
Every faculty is different, for some the conversation about where we are and where we want to 
go will be embraced as an open door to a fresh new day. And for some initiating a conversation 
about moving toward higher levels of function will run up against the well-established R 
characterized by the thinking “We are doing the best we can here, our students, circumstances 
and limitations from the higher powers are the think that is keeping us from having higher 
student achievement.” Quit often, the idea that we are making our O’s as a result of our R’s and 
X’s will be dismissed if not met with anger and defensiveness. So in those cases, this stage of 
the process may best be initiated with a self-assessment survey. The ASSC School Climate 
Assessment Instrument (SCAI) provides a mirror to the R’s and X’s at the school and can give a 
school a very accurate sense of where they are on the roadmap. It has been called many things 
including the “unwelcome mirror” because its data comes from those in the school, and by 
definition, it shows how things could be better if different X’s were more common. Here are a 
few sample items that tend to be very predictive of location on the roadmap. In other words, 
schools that score in the middle tend to be in the middle of the pathway and schools that score 
higher tend to be in the higher end of the pathway in terms of R’s, X’s and O’s such as student 
achievement. Readers may want to examine their school and rate it in relation to each item 
listed here. 
 
Set up for items -^((& 
3.c------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o -------------------- 

Students readily accept 
the purpose of zero 
tolerance for “put-downs.” 

Students think put-downs are 
just part of their everyday 
language. 

Put-downs lead to hostility 
and occasional violence. 

 
3.i ------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o -------------------- 

Most students expect to 
be given ownership over 
decisions that affect them. 

Most students are upset 
when rights are withdrawn, 
but typically take little action. 

Most students assume that 
they have no rights. 

  
5.b------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o -------------------- 

In my classes the behavioral 
expectations are clear. 

In some of my classes the behavioral 
expectations are clear. 

I have a difficult time understanding 
what the teacher expects in my 
classes. 

 
5.e------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o -------------------- 

I have had some say in making the 
rules in my class. 

The teachers make the rules, but 
consider our feelings. 

The teachers resent it when we 
question why a rule exists. 
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5.g ------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o ------------------- 

Teacher-student interactions could 
be typically described as supportive 
and respectful.  

Teacher-student interactions could be 
typically described as fair but teacher-
dominated. 

Teacher-student interactions are 
mostly teacher-dominated and 
reactive. 

 
5.i------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o -------------------- 

I feel like I am given a greater 
degree of self-direction and 
responsibility. I feel like I am 
growing as a person. 

I do not think that the discipline at the 
school does much to improve us as 
people, it is just about getting order..  

It seems like the discipline at the 
school just tends to make us all 
mostly hostile over time. 

 
6.a------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o -------------------- 

I know what it takes to get a good 
grade in my classes. 
 

I feel like the grading is fair in the 
school, but the goals are not always 
clear. 

It seems like sometimes grades are 
given for random and personal 
reasons. 

 
6.e------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o -------------------- 

Instruction in my classes is dynamic, 
involving, learner-centered, and 
challenging. 
 

Instruction in my classes is mostly 
based on relevant ideas but often 
seems to be busy-work. 

Instruction in my classes is mostly 
based on lectures and tests. 

 
6.k------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o -------------------- 
Teachers promote the view that 
intelligence and ability are a function of 
each students’ effort and application, and 
are not fixed. The major emphasis is 
placed on the process over the product. 

Teachers promote the view that effort has 
a lot to do with how much students are 
able to accomplish. The major emphasis is 
placed on working to produce good 
products. 

Teachers promote the view that 
intelligence and ability are fixed/innate 
traits and not all students have what it 
takes. The major emphasis is on the 
comparison of products/grades. 

 
6.g------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o -------------------- 
In my classes we are encouraged to 
reflect on the quality of our work and the 
process aspects of the task. 
 

Most of the time students tend to focus on 
what is next and occasionally on the 
process of the learning. 

Most of the focus is on the product and 
there are few opportunities to formally 
reflect. 

 
7.c------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o -------------------- 

Students feel as though 
they are working toward 
collective goals. 

Students feel as though 
they are working toward 
independent goals. 

Students feel as though they 
are competing with other 
students for scarce 
resources. 

 
7.g------------o------------------------- o -------------------------- o ------------------------- o ----------------------- o -------------------- 

Teachers share commonly 
high expectations for all 
students. 

Most teachers have high 
expectations for students 
who show promise. 

Often teachers openly 
express doubts about the 
ability of some students. 

 
 
Challenges and Potential Resistance  
During this process the focus needs to stay constantly on what we can do and change – driven 
by a personal and collective internal locus of control (LOC). Resistance will be likely. It is very 
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natural for the typical faculty to shift the focus externally here. They may want to dismiss 
student comments that are generated in the information seeking process. They may want to 
dismiss the SCAI data. This may take the form of getting into wording or items in an effort to 
shift focus away from the broader implications. Eventually individual items will be useful in the 
process of determining areas for improvement, but be careful not to get lost in the trees here 
and miss the forest. When you hear defensiveness, cynicism, or entitlement, shift the focus to 
helping the members of the community take ownership for the R’s and X’s at the school. 
Keeping judgmental language out of the process at this stage as well as all the others will be 
essential.  
 
Step 2: Initiating the R conversation  
This section of this chapter needs to be constructed carefully.  
Idea – this conversation can be formal or informal. It can occur at any point in the process.  
If the faculty is in an improvement mood, it may need to occur at various stages of the process. 
But this is point in the process that is it likely to have the most benefit. If we have a 
conversation about R’s and X’s without a) data and b) a picture of the roadmap the result is 
typically that people think that an improved future would include much the same X’s as are 
being used today, but just with more of some external factor that would make life easier, like 
more money, less troubled students, or less regulation. Not that these externals would not be 
helpful, but the result of this kind of conversation implies that the R’s and X’s will not change. 
Therefore, once the members of the school staff are able to explore the data and see how it 
situates them on the TCSS roadmap, facilitated by the leadership of someone who can see what 
is necessary in the arc of this process, they are able to engage in an informed conversation.  
 
This conversation can be over the course of many hours and days or can be done in a single 
retreat. It is unlikely that it can occur in the time span of a faculty meeting.  
 
The result of the conversation should include one or more of the following outcomes: 

- A vision statement (see ch.6) 
- A list of “things we do” and “things we don’t do” at this school (see ch.6) 
- A realization of the location on the roadmap, the nature of the R’s and X’s that define 

that location, and an articulation between that location and the vision location. 
- A mission statement (NOTE to authors, we need a coherent definition of mission and 

vision and conceptual framework) 
- &(*(&) 

 
Be Aware of the Nature of the Narrative R’s and the Presence of Limiting Myths in the 
Conversation 
Whenever the conversation turns to the collective R’s at the school, whether it is a planned 
conversation or an informal one, be aware of the landmines that can lead the conversation off 
track. First, recall the idea of the narratives that are used to describe the students, the school 
and that we use to describe ourselves. Some narratives like seeing reality with cause and effect, 
the desire for a better product, and an awareness of the needs of the individuals in the process 
will bring useful perspective to the conversation. But keep the group aware of the how the use 
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of toxic narratives is counterproductive (and basically fear based, but we may not feel ready to 
bring that up in many cases). Those toxic narratives include the victim (it is not my fault and 
stop blaming me), the cynic (nothing ever really makes any difference, so why try), and the 
entitled (that is not my job).  
 
As we explore the way that limiting R’s are operating in the thinking at the school, one form 
that they take are the use of myths. Myths are usually thought constructions created to make 
us feel less guilty or responsible or inadequate. They usually contain toxic narratives and other 
fear based and unconscious R’s. The fact is that these myths, like the toxic narratives and 
limiting assumptions are killing our collective R, which is significantly limiting the kind of X’s that 
we are using today as well as our ability to improve the level and quality of our X’s, which is why 
our O’s are what they are. 
 
We don’t need to address these directly. But they cannot be part of the working R’s in our 
process. So first, we cannot affirm them. When we hear evidence of them in the discussion, we 
might want to gently shift the focus to the reality (offered below each myth below) rather than 
allowing the limiting myth to be validated and carried forward in the conversation. 
 
Myth: “This (higher function X) stuff “won’t work” with these students at this school” 
Reality: First, As we have discussed usually when we hear that something won’t work, we can 
read between the lines “I am afraid, or feeling threatened, shamed, or inadequate, so it is 
easier to say that it won’t work than to say I don’t understand or feel confident in my abilities.” 
So no need to psychoanalyze. We just need to focus on how it is working somewhere. Because 
the reality is that the high quality practice is being used with students just like those at your 
school with good results. It may even be by a teacher at your school. All sounds practices work 
everywhere.  
 
Second, what does the statement assume about the students at the school? Who are “these 
students?” Are they a different species, or inherently inferior? Why are they so different than 
the students somewhere else? When we actually try to answer these questions, we find that 
the R’s behind these assumption R’s are pretty difficult to defend or at least take pride in.  
 
Myth: What I do has worked for me in the past and it gets results 
Reality: The X’s that we have used have gotten us our O’s. Look at where your O’s are on the 
climate, X, and O roadmap. Again, we need to get in the habit of questioning the phrase “it 
works” every time it comes out of someone’s mouth. We may even want to make a rule that 
we can’t use that phrase in our faculty discussions, or when we do we have to rephrase what 
we just said. When our O’s say that we are operating with a mixed POS/POF set of X’s, and/or 
our climate score says we are a 2.7 out of 5 in any area, we have to question what we are 
doing, and even why we might have previously characterized it as “working.” Going through the 
X classification exercise can be useful here to open up some defensive minds. 
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Myth: Sometimes you just have to use … (POF) strategy 
Reality: The truth is that if students are used to a POF X, or a steady diet of them. They will 
seem to want that say X tomorrow. But that is a short sighted view.  First, no matter how much 
an addict is asking for an unhealthy additive item, it is not usually a favor to give it to them. So 
we cannot justify that it is a good thing to do ever. Even if that is the only way that you feel like 
you can get them under control, or on task, or motivated. But ever use is making our class 
worse, and making it more difficult to use more POS and positive O promoting X’s. The reality is 
that they are not getting me through the day, they are making me and my class worse with 
every use. How fast can we find new X’s that can promote POS instead? 
 
Myth: If I try cooperative learning, or inquiry they will just socialize and play around 
Reality: This may be true, if we do a mediocre job of those X’s. But the reality is that someone 
who has students just like yours has cooperative groups that are functioning like well-
orchestrated teams, and students who lose track of time because they are so into their inquiry 
task. In those classes, every use of these X’s leads to more effective application as the skills and 
procedures necessary become more systematized. 
 
Myth: If I give them freedom and responsibility they will take advantage of it. 
Reality: Creating responsibility is not easy. The 1-style classroom is not a 3-style classroom. 
Students need to be trained in how to be self-responsible. But with very minimal training, and 
even a somewhat clear sense of purpose, consequences for being irresponsible, an engaging 
task, and the faith of the teacher, most any group will exceed our expectations for self-direction 
and internal motivation. And it is a win-win proposition. We lose nothing when we give them all 
the power that they can handle, and we gain a few steps up the pathway. 
 
Myth: Our students are not even at grade level, they are not equipped to do project-based 
learning 
Reality: it is true that we cannot teach some content if students do not have prerequisite 
content. But to extend that concept to the kind of pedagogy X’s that we use is fundamentally 
flawed. With a commitment to certain X’s (that we will discuss later in the chapter) a first grade 
class can become highly skilled at being a self-directed, project-based, cooperative learning, 
and inquiry using class. Of course we could expect them to process first grade level content, but 
as far as pedagogy the rest is all possible. Withholding quality learning processes because we 
need them to what exactly? Sit and listen to us tell them about all the content we want them to 
have first? Even if that made an sense, what applying that thinking leads to is a perpetual 
mentality of remediation that just digs us deeper in our hole – and further downward on the 
pathway.  
 
Myth: This seems like one of those flavor of the month things  
Reality: Laws of change are like any other laws. We can ignore them. We don’t have to believe 
in gravity, but if we step out the window we fall irrespective of any belief or level of 
understanding. No school, group, team, company or individual has even make a fundamental 
improvement in the quality of their lives without changing their R’s. The laws outlined here 
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have always been demonstrated in the phenomenon of history, and will be in the future. What 
is normal in schools is in many respects a departure from sound principles and natural law. 
 
 

 
Figure 12.x: R’s that will encourage our movement up the pathway 
-  
- I have an intention to be excellent and grow every day. 
- I will reflect on my psychology exploring what is motivating me the elements of a 

psychology of success or one of failure. 
- I will reduce my fears that lead me to controlling practices that rob students or colleagues 

of internal LOC. 
- I will look for ways to be more trusting of my students and my own potential 
- I will look for ways to give up power and empower my students, and build responsibility by 

giving it when it is earned and removing it when it is not demonstrated. 
- I will look at each of my students and colleagues with respect and look for their hidden 

potential. And I will carry myself with self-respect and simply expect that everyone else 
does too. 

- I will ask myself what I can do to create the conditions for optimal learning starting with 
clarity and consistency. 

- I do not take personally - disrespect, students’ or colleagues poor choices, external 
circumstances, or eventual O’s/outcomes. I make my best effort to control my R’s and X’s 
and take pride in my work. 

- others 
 

 
Challenges and Potential Resistance  
Do we need to change the R’s before we can change the X’s? or Do we need to all get together 
before we can get going? In almost every case, we will want to assume that we are working to 
raise R’s, X’s and O’s all at the same time. Low level or disconnected R’s have been the norm at 
the school for some time. We need to be patient with the process of changing values and 
conditioning. But that is different from affirming low level or low quality (POF) R’s.  
 
So the process may not involve 100% buy in at the start. But let’s be clear, the invitation to 
participate needs to always be conspicuously and continuously offered to 100% of the 
members of the faculty. The skill X’s and the will R’s may vary dramatically on the staff. The rule 
should be that all efforts to move X’s up should be encouraged, even if it involves only 10, or 
even 2 staff/faculty members. Making the new location along the pathway as real and concrete 
at possible will anchor the change. No matter how elegant and fool-proof our plans, they are 
not as useful as a teacher who is doing higher level X’s in the school. So it will be better to focus 
on the glass partially full of teachers moving up, rather than the portion who are recalcitrant to 
change. 
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Step 3: Setting a new course up the Pathway 
This can happen at any point on the journey. But the sooner that there is a collective R vision 
that emerges the more effective the growth will be. 
As discussed in previous chapter, this may be more of a “team” change, or more of a group of 
staff making independent changes toward the same location on the roadmap as they come to 
new levels of understanding and appreciation.  
But setting a course will be about growing the “attention” on the location, and cultivating the 
“intention” for moving there. As discussed in the Vision creation chapter, this stage may be 
characterized by an intense collective “coming together” and setting the site on the next 
location up the pathway, or it may occur after progress has been made with new X’s. We will 
need to know of faculty and what their R’s are ready at this point in time. 
 
Challenges and Potential Resistance  
The research tells us that if we push too hard on a change agenda that the current R is not 
ready to at least listen to and entertain, we might get a revolt. And as we quickly learn, a revolt 
is usually silent - staff simply avoid us and our requests. The research also tells us that once an 
idea is rejected by the collective, we may not be able to restart the process. So it’s best to 
assume that the process will get one chance.  
 
 
Step 4: Classifying the current X’s that are being used 
Task is related to helping those who are stuck in a survival pattern, dis-aggregate and 
disassemble what they do each day and recognize that in all the X’s that they use in a day some 
are helping and some are hurting. For those that are functioning in the lower quadrants, the 
goal will be to feel comfortable losing comforting but dysfunctional practices and adding 
unfamiliar but ultimately really helpful practices without losing a sense of security and like 
everything could just fall apart. For those in the 2-Style quadrant, it will be more about breaking 
out of ones’ routine and taking a critical look at what is helping and what is hurting – a way that 
I do not feel like I am going to lose all the good O’s that I am getting today. 
  
“We need to do something” – we are doing something – X’s all day every day.  
Classify using SCAI, POS/POF activity, (*^897 
 
This section needs to be created after some more dialogue and research.  
 another example of a concept attainment exercise (see &(&) for the concept “X’s/practices 
that will move us up” and conversely “X’s/practices that will move us down.” This classification 
exercise may be done in a sitting and/or it may take the whole year.  But the facilitation of this 
process is critical to your success. 
 
 
This process can evolve. 
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This may be another evolving stage. It will likely need to be done in a formal sense at some 
point early in the process and then informally later, by way of self-reflection, observation 
reflection, and all the methods described in the earlier chapters on changing R’s and X’s. 
 
Challenges and Potential Resistance  
Need to do a good job with this classification. If we put X’s that move us down in the “do more 
of” category we have institutionalized a problematic X.  
 
 
Step 5: Moving away from limiting X’s 
Once the members of the school community are able to step back and examine the various X’s 
that have been common at the school and especially in their own classroom, gym, office, 
lunchroom, field, or theater, through the lens of things that are moving them up and making 
them healthier, or things that are moving them down and make them sicker, it is time to 
engage in the most difficult part of the change process – losing familiar bad habit X’s. So while 
we need to capture the energy around points of time when the focus and recognition of the 
need to make changes is high, we will need to be sensitive to the fact that this will not be easy 
as a school or for each of the staff members. Change is difficult. So just initiating the sincere 
conversation, the self-examination process, and the self-identification of X’s that “I am 
committed to change” is a huge step. And even more significantly let’s keep in mind that 
getting recognition that a) there are X’s that are making me worse, and b) that I realize that I 
should stop using those X’s is the single biggest positive step in the process of moving upward. 
So as we have discussed earlier changing references and changing X’s will take as long as it 
takes. The key is that we are all still trying and our vision is pulling us, and we feel supported.  
 
As we examine the primary X’s that are common in all schools that are making the school less 
functional, effective and healthy, a few standout. As we examine this list, we offer a brief 
explanation for why they fall on this list, but it will help, especially those that are convinced that 
they are necessary in their situation, to explore their problematic nature more extensively. It 
will help to remind ourselves that something can seem necessary or useful in a narrow short-
term view, so it will be useful to try to pull back and look at these practices in light of how they 
contribute to the long-term health and function of the students and school. So for instance, are 
the consistent with our vision, our guiding R’s and the promotion of more psychology of 
success. 
 
A list of X’s that lead us down, and why 

• All Psychology of failure promoting practices. These will become more concrete when 
you take part in the classification exercise or review appendix ^&*. 

• All 3 and 4-style classroom management practices. See TCM and our discussion in D5 for 
more discussion of these. But simply put, a steady diet of enabling or bossing is creating 
a toxic contribution to the overall combined X at the school. 

• We need to trade the goal of being controlling for the goal of being clear, consistent and 
functional. So stop trying to control others. You have never done it, and you have never 
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made a choice for another person. All we can do it create conditions for good choices, 
and control our own R’s and X’s. 

• All Pain-based consequences used in classrooms or school-wide. Are your consequences 
for rule or social contract violations intended to promote more responsible and mature 
students, or just to give them some pain so that they will feel dissuaded? 

• We have to seriously examine incidents in which we are trying to solve a problem with a 
direct intervention related to the symptom of that problem (see ch 807). Ill-advised 
examples of this are gimmicks like colored cards and names on the board systems. 
Acceptable examples are something like afterschool tutoring.  

• We need to apply the R goal that we deal with problems in the classroom between 
those involves, and avoid pulling in other who were not involved.  

• We need to use as little lecture as is necessary to share information. We might apply the 
R that the one doing the talking is the one who is learning most. 

• We will want to use a variety of assessments and so only use a small portion of selected 
response (multiple choice and true-false) assessments. And we will want to assess a 
broad range of target areas so facts and information is only a small portion of what 
should be assessed. 

• Shift from X’s that come from an R goal defined by students being on-task, to X’s 
defined by an R driven by student engagement. 

• Student-to-student comparisons, competition (aside from use in inconsequential games, 
see TCM), or normed grading, should be avoided or eliminated. They have no value 
except to shame or inflate a sense of relative superiority or inferiority. Lose them. 

• Cut down or eliminate the use of repetitive chronicling of failure, negative recognitions, 
put-downs, disappointment, public shame, nagging, sarcasm, and threats. They are 
simply bad habits, and signs of a flawed, small and POF driven R. Stop using them. You 
may miss them for the wrong reasons, but you will feel the health emerge in your 
situation if you do. 

 

Reflection: do you see? What do your see? Need for knowing the ground floor level X’s.  
Trust and what do they need from you? 

 
 
Challenges and Potential Resistance  
One of the primary challenges with trying to quit a habit is the void that is left. In the case of 
most of these practices that are used to try to directly control something in an attempt by the 
user to “feel in control.” Without them there is likely to be a feeling of vulnerability, 
awkwardness, lack of confidence, etc. So to help reduce that experience, it might be useful to 
have the participant envision a transition between using the X’s on this list and gradually 
replacing them with those on the list in the next section. For some teachers there may be an 
immediate recognition that moving up X’s will get them where they want to go better than the 
old moving down X’s. But for some they will have to see the changes in the O’s to be convinced. 
It is recommended that adding some of the new X’s that help one feel solid and promote 
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immediately better levels of function and order will be a good place to start. Those include 
improved technical management and process assessment. 
 
 
Step 6: Adding more 1-paradigm X’s 
If we cannot see ourselves moving all the way to a 1-paradigm brand of X, we might set our 
sights on locations that are a good way up the road toward that ultimate location. There are X’s 
that can be incorporated in a short amount of time that will have a significant impact in moving 
the school up the pathway. If you are in a school that is low functioning, as you assess your X’s 
you have likely discovered that these X’s are somewhat rare in your school. Simply put, they 
need to be common and the norm. They would be valuable to include on the list of “things you 
will see” at the school. These practices include: 

• High Functioning cooperative Learning – most classes at some point – most days. 

• Highly systematic process and participation assessment – regular use all classes. 

• Active hands on learning – concrete processing of abstract concepts in the form that 
makes the most sense to the situation. 

• Engaging lessons that are meaningful and real-world focused 

• Students presenting, displaying, and publishing what they have created to be 
disseminated to their peers and/or the community 

• Rubrics for all situations in which there are “levels of quality” implied in a task. All 
products and processes need rubrics. 

• Clear and consistent expectations in class and a systematic use of expectation clarifying 
X’s used in all classes. (see TCM ch. 4) 

• Consistent discipline policies across classes and school locations 

• Peer assessment and peer editing processes 

• Peer conflict resolution leaders 
 
As you can see the X’s listed above do not mix well with the X’s in the section earlier that have 
been limiting the success of your school. These X’s will function much more effectively in the 
absence of the others.  
 
To better understand the kinds of X’s that characterize the locations along the pathway, we 
might examine some of the items on the list above in terms of how they relate to that 
hypothetical “top of the pathway” destination. We have selected five of them here to dissect a 
bit further. For each of the five we can describe the ultimate O’s if fully applied. But also what 
we can do right practically and almost immediately to move directly toward that ultimate 
location. Remember it is not the size of the shift, it is the direction. We may not have a realistic 
goal of becoming a quintessential 1-paradigm school, but that ultimate location can still 
operate as a beacon to defining where we are in our growth. So for each of the five X’s, let’s 
examine both the abstract notion of the ideal along with a very practical X for creating a 
platform for a solid movement for growth in that direction. For each we will briefly examine the 
smaller developmental X’s that we need to incorporate the larger applied X. 

- Ultimate Goal – what we would be doing in a fully operational 1-paradigm context 
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- X that we can do tomorrow – describes a practice that is simply a matter of will and 
enough skill to get it started, that is a big step in the direction of the ultimate goal, 
and/or may be where you as a school want to be in the end. 

- What you need to do it – small X’s that are part of the larger X that are required to do it 
at a functional level. 

 
Ultimate goal: Collaborative learning where innovation is a natural result. 
X that we can do tomorrow: Cooperative learning with a defined outcome. 
What we need to do it: A system for assigning groups. A system for assigning roles. Role 
descriptions. A rubric for the process elements that define “quality process.” A rubric for the 
elements of the product. Practice. Reflection. An instructor that constantly uses the techniques 
– positive recognition, clarifying statements, clarifying questions, and mantras to clarify the 
progress of the task.  
 
Ultimate goal: Self-Directed Inquiry Learning 
X that we can do tomorrow: Hands on Learning 
What we need to do it: Examine all your standards for places where the learning can involve 
concrete manipulation. Examples could be examining primary source documents, using 
manipulatives in math, reader’s workshop, writer’s workshop, peer editing, science labs, etc. 
 
Ultimate goal: A self-disciplined learning community 
X we can do tomorrow: Creating a classroom level social contract 
What we need to do it: A large sheet of paper. A process where students brainstorm answers to 
the questions “what are things that we all want to commit to doing that will make this a better 
class?” and “what will we agree to give up or repair if we violate one of our agreements?” A 
process to reduce the ideas generated to a manageable number 3-6, Reminders of what was 
committed to, a quiz the next day on the social contract context that all students need to pass 
before recess or something like that, and consistent application of the social contract by the 
teacher. 
 
Ultimate goal: Self-reflective learners who judge the quality of their own work 
X we can do tomorrow: Process, participation or behavior assessment 
What is takes to do it: (this process takes some explanation, which is available on the 
Transformativeclassroom.com site) but the essence begins with a rubric for those areas that are 
most critical to the task or the growth of the group such as attention, effort level, cooperation, 
process investment, etc., then students need to be given the rubric and it must be used during 
instruction to help clarify the concept “what does good process investment look like, and what 
would I be doing if I was exemplifying it?” then students need to be assessed by the teacher on 
the quality of their investment and given regular feedback, as well as self-reflect and peer 
assess using the same rubric, and finally lots of debriefing the process and generation of 
concrete examples of high quality behavior, process investment, participation. NOTE: doing this 
poorly is more likely to create a move down, i.e., it is not giving a subjective 10% of the grade 
for “participation” defined generally,  at the end of the quarter.  
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Ultimate goal: A culture of listening and respect in each class 
X we can do tomorrow: Getting and maintaining 100% attention 
What it takes to do it: This process is explained in detail in TCM Ch. 5. But in essence it requires 
an expectation from the teacher (a 100% attention R), an attention cue, re-direct phrases, 
absolute consistency, a water-tight direction sequence, an expectation that students ask when 
they don’t understand, one-on-one interactions with students who are not with the program, 
that may include personal consequences, and ongoing recognitions of how great attention 
makes life better for everyone. 
 
 
Challenges and Potential Resistance  
And as we have discussed, adopting a new X may require a little or a lot of support such as 
professional development, modeling, opportunities to 

Reflection: Dealing with the comfort with mediocrity. Excuses. Envision the likely politics at the 
school. Who will be your chronic cynics or victims? If a colleague at another school told you that 
they were engaged in facilitating an improvement effort, but had staff who (behaved like your 
most challenging staff), what advice would you give them? Now take your own advice? 

 
Evidence We Are Moving in the Right Direction 
 
R’s 
Narratives will change 
More use of the vision language 
More use of the “things we do and don’t do” language 
 
X’s 
More practices that characterize the upper quadrants and fewer in the lower quadrants 
Discussion of the process of replacing lower X’s with higher X’s. 
 
O’s  
Student empowerment 
Less of the survival mode and more feeling of safety and ease and openness 
Clear sense of what is expected both behaviorally and academically  
 
Conclusion 
In the next chapter, we will examine how to take a school in the solid 2 level toward that “left 
hand turn” toward the 1-paradigm location on the roadmap. 
Exercises 
Probably here is a good place for an school assessment system template.  
A step by step procedure for assessing the quality of the school. 
Including an extensive exercise for classifying X’s.  
Other Reflections 
References 


