Chapter 12: Leadership for Moving Up from lower Quadrants to
Higher Function
“If anyone on the verge of action should judge himself according to the outcome, he would
never begin.”
― Søren Kierkegaard
In this chapter we will provide a framework and
practical guidance for your process of moving
up from lower to higher locations on the
roadmap. The nature of this growth process will
reflect both the need to apply universal
principals, as well as considerations unique to
the demands and challenges of schools in this
relative location. The primary focus of your effort
in this process will be to successfully progress
up the vertical axis or the pathway defined by
increased intention, capacity and coherence.
Most efforts to significantly improve lower
performing schools fail – about 95%. Therefore
we need to approach our work with clear sight
and a necessary respect for the mountain we
are going to climb. Without courage, an
embrace of the challenge, and an appreciation
of the rules of the process, we can assume as
with efforts within most schools like ours the status quo will be in tack at the end of the day.
To begin, we need to set our intention and purpose. Our level of commitment will be much more
powerful if that purpose is based in a service mindset, and we have vivid and concrete sense of
who and why we are serving. Our actions and choices will affect the life trajectory of all the
students in the school. Our actions and choices will define the way that the adults in the school
do their work, feel about their jobs and have a lasting impact on the way the school is perceived
within the community. We need to believe in the value of the higher location on the roadmap for
everyone – especially the students. It is not an abstract process or about a personal
accomplishment, it is about real lives.
Do engage our work with confidence we need to be able to see our desired roadmap location
clearly. This chapter and the book as a whole should be helpful clarifying your macro picture of
that location and operationalizing it into micro phenomenon. Feeling confident in our purpose
and our direction will keep the process focused where it needs to be on the common good and
an emergent realization of the highest potential of the school. It will be best to leave egos at the
door. Being grounded in purpose and vision will translate into being able to act with confidence
and without the need to over-sell or over promise, or lose faith in the process because of the
current challenges.
With the common good as the goal and the team as the unit it encourages honestly, trust and
honest conversation. We may be optimistic or aspirational in our tone, but we don’t need to be
delusional or want others to share only confirmation. The higher truth is that progress up the
roadmap will be valuable on many levels for everyone. The day to day truth will be that there are
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endless challenges, sources of discontentment, things going wrong, messiness, and ultimately
reasons to veer into a new more safe direction, so we need to
be a source of the higher value and project a solid core vision
and a depth of humanity to best facilitate the journey.
The structure of the chapter is based on a series of essential
considerations for your collective work. Each contributes a vital
element to the process and builds upon the last. They
represent a synthesis of the book (but are not intended to be a
substitute to reading the earlier chapters) related to the
specific needs of schools who are presently in a lower location
on the roadmap and seek to move up effectively. Practical
suggestions for promoting growth in each area are included.
Each of the seven essential considerations are introduced
here.
1. Core elements of trust need to be cultivated. As you engage the process of moving
your school up the roadmap, it will be essential to maintain awareness on the level of
trust present within the process. Recall the discussion in chapter 6. Moving up will
require a solid set of social bonds to ensure a sense of safety and fairness, a focus on
the process rather than the outcome, and clear vision of the desired destination.
2. A guiding vision is essential. Your success will be defined by the clarity and quality of
the vision that is pulling the process forward. So with the R-X-O sequence in mind, we
need to define our desired R’s in a formal sense as well as into all we do in an organic
and operational sense (i.e., the all is in the small). Our personal and collective guiding
questions need to define our desired location rather than our current situation.
3. Moving up will be defined primarily by the elements of the vertical axis – intention,
capacity, coherence and efficiency. Thinking about moving up first will be necessary
no matter our ultimately desired destination on the roadmap. A thoughtful approach to
building structural and human capacity within the teachers, staff and students is
necessary for the process to be effective. Using our vision and guiding R’s to judge the
coherence and alignment of what we do all day will help reduce the dissonant,
redundant, and incoherent effort that is likely in place currently.
4. Assessing the current location and state of affairs at the school will be valuable.
Collecting quality data will be highly useful to the process of understanding where we are
and identifying our real problems. Effective leaders want to know, and vision starts with
listening. So multiple forms of data as well as informally solicited input from teachers and
students should be part of our expectation as an “effective leader.” To know where we
are going it will help to have a full diagnosis of where we are currently.
5. Efforts should focus on solving the real problems identified by the assessment
process and not just the symptoms of those problems. Solving symptoms with
direct interventions will have the effective of limiting the growth of your movement. So we
will need to resist the temptation to define our change effort by an O-X mentality – i.e.,
we have poor outcomes and indicators, so what should we do to address them? Our real
problems will be defined by what we are doing currently and therefore what we need to
do differently. In most cases, that means what we need to stop doing as well as what
kinds of new practices will we need to develop more fully. Quality data sources are
necessary to best identify the real problems.
6. Instructional leadership is necessary to promote higher quality X’s. Facilitating the
change process will mean systematically encouraging higher quality practice, policy, and
programs. This will require countless micro-processes that encourage growth,
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professional development, coherence, teacher empowerment, trust, and relationship
building. Short sighted thinking that has resulted in decisions to implement symptomsolving, and potentially incongruent, programs into a semi-functional ecosystem needs
to be replaced with a thoughtful R-X-O mindset.
7. A broad recognition of all members of the school community should be to
recognize and reduce low quality, unhealthy and counterproductive X’s.
Throughout the improvement process stakeholders at the school should be encouraged
to examine their current practice and become more skilled at recognizing practices that
they and other are using that are counter-productive to the effort – i.e., are unhealthy for
students, promote failure psychology, limit their peers’ ability to raise their games, limit
the trajectory of the school’s growth. These practices are often challenging to discard, so
while recognizing what they are can happen quickly, letting go of them may need to
occur gradually.
As you explore each of the seven areas of consideration for moving up in more detail, you will
recognize that some of the suggestions offered imply actions that can be taken immediately and
others you will want to wait to address until you feel the circumstances are sufficiently receptive.
We cannot force change. But we can act with a sense of purpose, and signal to others that
change is part of the new normal. And it starts with a demeanor of positive, optimistic belief in
the potential within the school, starting with our own demeanor. It is encouraged that you share
your personal insights, frustrations, excitements and ideas for action with others. While we will
want be invigorated by being pulled by a picture of a better future, we need to stay grounded
and in the moment. We are here now, and we can only control ourselves. But in very real sense
we can also appreciate that our true self and our school’s destiny is more consistent with our
desired location than the current one. It would not excite us if it were not better aligned to our
true nature and where we were meant to go.

1. Core elements of trust need to be cultivated
We can all appreciate that without the essential quality of trust being sufficiently present,
progress will be limited. We might recall all of the improvement and reform efforts we have seen
or been part of in the past and consider how the relative existence of trust played a role. So our
effort in this section will be to operationalize it as much as possible relative to the kinds of
challenges and situations that we are likely facing at our school. For that purpose it will be
useful to consider the five trust elements discussed in chapter six.
 Leader being personally trustworthy
 Trust in the vision (desired roadmap) location
 Focus on the process vs the outcome
 Social (contract) bonds are strong and promote sanity and fairness
 Communal bonds are strong and promote care, teamwork, and heart
Research tells us that if we lose trust it is difficult to restore. And that we really do have one
chance to set out on our journey on the right foot and with the necessary hope and faith in toe.
As we examine some of the considerations in this area you will likely recognize the places
where it will be necessary to focus necessary attention so as to build a solid foundation of trust
to ensure that your growth journey is on sound footing.
Integrity
A good place to start in the process of building trust is to commit to personal integrity. Can we
speak honestly, from the heart and avoid indirect and passive ways of getting things done? In
the long-run the sense of trust we develop from being real will be more valuable than other
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helpful but less grounded qualities like enthusiasm, blind-optimism, and “everything is great.” At
the heart of the sense of trust will be the level of commitment. That will start with our being able
to look in the mirror and know that we are committed to the process. If we are sincere in our
commitment, others will come to know it too without much need to explicitly state it.
Commitment will be a quality/R that will need to be built organically much like the vision. We
might think of it as a contagious quality that comes from recognition – of the value of the effort,
the commitment of the leaders, and eventually the efficacy of the process.
Listening
A quality that is essential to building trust (as well as vision) will be listening. People need to be
heard – teachers, staff and even students. We need to find formal and informal ways to get
input. Tranformative leaders recognize that listening is both a symbolic as well as practical act.
Symbolically it says that the process is “our process” and the school is “our school.” We are in
this together to make this place a great place to work and learn. On a practical level, listening is
one of the best ways to learn what is happening, how people are feeling, and what is going well
and not so well. All of the transformative leaders that I have met have made a commitment to
being available, and having systematic means of getting fresh and frequent input. Here are a
couple of those examples.
 John is a transformative leader in a new school. He sent out an email to all teachers,
staff and students that he would schedule 30 min meetings with anyone who wanted to
share their thoughts and experiences of both what they thought was going well at the
school, and what they thought could be better.
 Joel a transformative leader at an independent school held regular community forums
with parents and faculty. Even though he had been at the school for decades, he wanted
everyone to know that he wanted their input. But he also was honest about how much he
could respond to anyone’s specific concern as concerns often imply conflicting solutions.
 Sue, the Director, went to each of the 8th grade classes at her school and spent a period
having students brainstorm solutions to series of problem areas identified in their SCAI
data.
Consistency, Clarity and No Mixed Messages
The quality of trust is built over many iterations of action. Others at the school learn that there is
a consistent commitment to certain values displayed in actions, plans, policies, words and nonverbal communication. If we put ourselves in the shoes of the teachers as well as the students
at our school, we will likely find that a) there have been a lot of initiatives that have come and
gone over the years, and b) there are a lot of mixed messages at the school. When we examine
SCAI data from schools in the lower-middle and middle range, we find this to be true. Teachers
report low levels of trust in what administrators say because they have heard a lot of “this is the
new thing” only to have a next “new thing” follow. So, first we need to be able to honestly tell
them that what we are all engaged in is a collective process of growth, not the implementation of
a program (even if programs are eventually part of that process). People need to feel confident
that the rules are not going to change and that even thought things need to start somewhere,
the early stage events are not the essence of the change. Real change will require an
intentional, persistent, and collective journey to an emergent destination.
Essential to maintaining trust is to be absolutely consistent with messages and actions related
to the focus being the process not the outcome. This is fundamental to cultivating a growthorientation and mindset within the effort. Process focus and growth mindset need to be part of
our language and emphasized regularly. Therefore, messages that imply a need for R’s and X’s
defined by a fear of failure, avoidance of mistakes, and/or an acceptance of using poor process
(low quality X’s) in the service of achieving short-term outcomes need to be essentially
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eliminated. And when they are expressed by teachers and staff, it may be instructive to raise it
to the level of awareness and talk about it. Why do some teachers feel the need to focus on
outcomes and use failure psychology practices? Is it in response to past or present standards
given to them by leadership? Changing old patterns will usually involve a multi-faceted effort,
but if it can often be accomplished by simply clarifying a new normal.
When I talk to transformative leaders one thing that strikes me is that they don’t’ send out mixed
messages. The goal is high quality processes in the service of the vision of the school and the
growth of the students. There is no “but.” So be careful not to send the message that the
process is all about high quality process, but you better hit your bottom lines like test scores and
percentages of certain outcomes. We can value the outcomes, but they are indicators. The
quality of our X’s will define our location on the roadmap. If we send the sub-text that “but you
better get results,” we might as well say explicitly, “go ahead and abandon any of the processes
that we have committed to and just do “what works” and you deem will get results in the shortterm.” We will need to be understanding and patient with some of the members of the faculties’
accommodation of the target processes. But trust will come from the target being clear and
standing still (just like in the classroom). Here are a couple examples of value consistency from
other leaders.
 John was committed to having classroom X’s defined by student empowerment. After a
year of this new focus the student reading scores did not change. There were lots of
members of the school that hinted that maybe there should be more focus on direct
instruction of those skills. He reflected on what he was asking the teachers to do and
concluded that it was sound. They stuck to their target vision. The next year the scores
went up by 20%. The lessons here are that a) usually a good idea is a good idea and b)
outcome/O improvement will lag behind new practices/X’s (and sometimes those X’s
need to be fully integrated into the school’s R’s before you see solid implementation of
the new X’s).
 Debra works with lots of teachers who are used to 2-Paradigm practices. She
encourages them to employ 1-Paradigm practices. Because she doesn’t talk about test
scores, but instead asks clarifying questions like “if we want our students to feel more
ownership of their learning, what would we do more of?” the teachers gradually learn
that the focus is on the process and not the outcome. It takes time for them to trust the
paradigm shift, but eventually most teachers do.
 A less effective leader struggles to get her school out of the middle location. While she is
positive, articulate and visionary, many of the policies and school goals that she verbally
encourages are contradicted by a lack of follow-through, support, and/or competing
policies. As a result of the mixed messages and lack of accountability, there is a low
level of trust at the school and the growth capacity is limited.
Active Trust Building
Because the emotional quality of trust is fragile it will be useful to put in place active measures
to ensure that trust, respect and vulnerability are encouraged during collective gatherings. Being
shut down, disrespected, marginalized or minimized can cause a member of the school
community to withdraw and/or resent the collective. It is the job of leadership to put mechanisms
in place to ensure emotional safety and encourage ever great qualities of sharing and intimacy
to the conversation related to the school’s journey. Developing basic meeting norms is a great
place to start. But to encourage more than simply effectiveness and basic levels of respect,
norms can also imply values such as honesty, active listening, expression of feelings and
emotions, and getting to know one another.
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Linda a transformative leader (who would later formalize her process into the Awakening
Wisdom program) encourages faculties to engage in a formal process of building “trust
agreements.” Trust agreements are solicited from the group that define the ways they
would like to feel, be treated and how they would like the group to operate. Much like the
process used to create a social contract, ideas are listed on chart paper, clumped into
common themes and then formalized into a list. The list is used to guide meetings and
define the norms, and is revisited regularly.

Social Contract Bonds and Cultivating a Sense of Fairness
In all collectives there are social bonds that operate to define what members need to give and
what they can expect in return. In Chapter X, we examined how a highly functional social
contract between leaders, teachers and students in the area of classroom management and
discipline was a fundamental ingredient to moving a school up the roadmap. And in chapter six
we examined what it looks like at both the school and classroom levels. In essence the social
contract operates to encourage a sense of fairness, clarity of the job, and peace of mind. When
there is a clear sense of what is expected and what we can expect from the other members of
the collective, trust has a place to grow. When we don’t feel like the quality of the social bonds
currently in place promote adequate levels of clarity or responsibility, we lose trust not only in
the social contract, but in the collective and its ability to get where it wants to go.
In the classroom between teacher and student, or in the school between leaders and teachers
and staff, the social contract begins with agreements as to what is expected of a member of the
community. It is encouraged that this process be done formally. It is just a starting point, but it is
grounding. At the end of the process, the collective should have developed a) a list of ways that
teachers and staff demonstrate responsible action and b) a list of ways leadership demonstrates
supportive action. In the classroom, it is recommended that students also generate a list of
consequences for what should happen if they fail to choose to demonstrate their agreements.
Depending on the current group of teachers at the school, they may be more or less ready for a
conversation about how they would want to encourage each other to live up to their
agreements, the kinds of supports that would help and what would make sense for those who
are not living up to their agreements.
Some of the ways transformative leaders encourage a living social contract include:
 Be transparent about why they do what they do.
 Have teachers set goals for themselves (and imply how they are going to contribute, See
chapter 8).
 Build consequences into the system (i.e., the evaluation rubric should imply target X’s
and non-target X’s, give leadership roles to those who show more commitment, etc.)
 Ask the various stakeholder groups within the school what they think should change and
what you need to do better to support the process?
These are just a few of the ways we might approach building more trust. In the end, we will
know it when we feel it. We might want to regularly put our finger on the pulse and assess
where the quality of trust is. A simple but powerful tool will be to ask students how much they
trust their teachers and why. Then we can apply the same logic for why more or less trust exists
in the classroom to our school level work. And my guess is that you will notice that the qualities
of trust, liking, and learning/effectiveness are all pretty related. What does this relationship imply
for those in the role of leader?
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2. A guiding vision is essential.
The nature of vision within the process at a school moving from lower levels will usually need to
be a little different than a school that is starting at a higher location on the roadmap. Since there
is more gravitational force holding us toward the status quo the lower our current location, the
more effort and will power the movement up will require. It will be good to keep the ideal in mind
of a vision that is shared by all and emerges from the collective recognition of what is good and
healthy. This goal should be encouraged to be the reality as much as is possible. However, our
current reality likely includes a lot of low quality R’s, habitual use of low level X’s, toxic
narratives, and guiding questions defined by coping and doing “what works.” So the job of
leadership is to help pull the operating vision up out of its state in the most effective way
possible. This section will provide some targeted ideas for doing this but is not a substitute for
reading chapter seven where the process of cultivating a school-wide vision was explored in
more detail.
We might recall the story of the hounds and the fox from chapter 7. The hounds that saw the fox
were much more likely to persist in their pursuit. In essence our job is to grow the numbers at
the school who have seen the fox – i.e., the vision of what is possible. This will likely be unique
to each individual. For some the idea of engaging in a process of growth into something more
satisfying, effective and excellent will be exciting in itself. For others, it will mean a long process
defined by experiencing evidence and lived experience of something different than the current
reality. The answer to our periodic self-reflection question “how many people currently get it?”
will probably be the best indicator of our success over time.
Launch Event
Depending on the current political climate at the school, it will make sense to use your judgment
as to the timing of events. In a climate of mistrust, opposition or where many feel wounded, it
may be better not to plan for a broad-based or whole-school launch event until the environment
is more conducive. But within a year, you will want to find an occasion such as a day-long
meeting or a retreat to engage the whole school in setting a vision and formalizing a vision
statement. The event is symbolic as well as practical. Symbolically it represents a new
beginning and a heightening of hope and receptivity. Practically it is a chance to cultivate
collective buy in, and define the target destination, and new normal in practical and operational
terms. Very soon after, evidence of the vision-building event should be found around the school.
Even in this age of electronic communication, the most effective schools put their school-wide
documents into poster form and place them around the school.
Conspiracy of the Infected
Anything is possible once we formally birth the process of moving up. But while it would be great
(and it does happen) if the majority of teachers and staff feel inspired and liberated by the
process, it is likely that once the good energy of the event wains and people get into the day to
day, the tendency will be for the status quo to re-emerge. This is not a problem. It is just the way
it is. But at this point we will have a better sense of who is on board. This is often called the
“coalition of the willing” and might be better termed the “conspiracy of the infected,” in this case.
Those who have felt that internal connection with going to a better place will need to have an
opportunity to a) talk to one another and gain energy and clarity of purpose and b) share that
passion and insight with everyone else. In most cases, these folks are those who have already
been attracted to a 1-Paradigm mentality or feel very confident as teachers, but it can be the
case that you have teachers who have felt dissatisfied and want to transform and be among
those who have the positive and aspiration energy at the school. And it is also likely that you will
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have teachers who want to take on the role of change leader simply because they want to tell
others what to do and may not have really caught the vision. Working with the political and
personal realities will require care and intention. Our goal will be to grow the quality and quantity
of the contribution, but it will require raising some voices and politely muting others as gracefully
as possible.
Guiding Questions
The school’s vision is an idea – a conceptual reality in need of human hands to become
actuality. No matter how well it was captured in a birthing event, or in subsequent meetings,
connecting concept to practice will be a continuous process. And out of sight, out of mind.
Actualizing the vision needs to be part of everything or else the status quo will fill the void. What
is the status quo? Coming out of the lower quadrants, the normal R’s will be largely defined by
the idea that we need to do “what works,” given our circumstances, and that common sense is
the ultimate sources of wisdom. Therefore an essential job of leadership and the growing ranks
of the conspiracy of the infected is to find ways to define “better” and our target location, and
therefore redefine “normal.” This can take countless forms, but one area that will be both
powerful and efficient is to help change the guiding questions/R’s that are used to inform
practices/X’s throughout the day. We might do this as a formal exercise at some point, but in
any case, representing a higher quality of written and spoken guiding questions for the school
will be essential in our work. Empowering higher quality guiding questions have been
highlighted throughout the book, but Figure 12.x lists a few that are salient to the task of shifting
the vision/R’s up the roadmap from this location.
Figure 12.1 Some Examples out of the Many Guiding Questions that will Either Lead to
Movement Up the Roadmap of Maintenance of the Status Quo
R-X-O Focus
Guiding Questions that will Support Guiding Questions that will Keep Us
Movement Up
in Our Lower Quadrant Status Quo

What
gifts
do
I
share
that
I
can
contribute

What are the flaws within the process and
R’s/References
(values, beliefs,
conditioning,
narratives, vision,
mindset)

X’s/Actions
(practices, policies,
programs,
communication,
non-verbal
messages








O’s/Outcomes



(scores, learning,
feelings, student
experience,
climate, )



to the school’s effort to improve?
How do I need to grow as a professional
and a person to be able to embody the
change?
How can I encourage more of a
psychology of success in my classroom
and the school?

Internal locus of control

Growth orientation/mindset

Self-Acceptance and Belonging
What can we as a class do to grow and
make tomorrow more effective?
How can I encourage more student
ownership, voice, agency and selfresponsibility?
What skills do my students need to get to
the next level and what is the best system
to help them acquire those skills?

What information could I collect to better
understand my students’ needs and
perceptions?
What do our various sources of data say
about what we have done to this point and
how we could do better?











the leaders that I can use to justify being
resistant?
What are all the ways the students and the
parents at the school are limited?
How can I obtain acceptable levels of the
following in my class?
o Control
o Respect for me
o Recognition that they are below
standard
From my previous experience, what “works”
to get my students to be on task and
complete their work?
What can I give my students to motivate
them?
Shouldn’t they already know how to do that
by now?

Whose idea was this survey? Are all these
items necessary?
What is the administration doing to fix some
of the weak results in our data?
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Our job is to infuse the conversation with these empowering higher level guiding questions and
help everyone recognize when they are asking a disempowering questions. Once we have
introduced the concept of empowering vs limiting guiding questions, we can ask or at least imply
the question “would you call that an empowering or limiting guiding question?” in a sensitive and
thoughtful manner.
Mirror Classroom and School Level Visions
Everyone in the school has a vision. To encourage growth, we need to support the process of
the teachers, coaches, staff, coordinators, counselors and teacher leaders to develop a vision of
the next level for their particular context. The ingredients of a more empowering and functional
classroom are much the same as those for a school. So it will be useful to keep the notion of a
mirror phenomenon in mind – we are moving our school up the roadmap which will encourage
classrooms that reflect higher quality R’s and X’s, which will result in the school moving up,
which will encourage better classrooms, ad infinitum. So we cannot use entirely 2-Paradigm
leadership practices (or any 4-Paradigm practices at all) to encourage more 1-Paradigm
classroom practice. But we also need to make sure that our empowering 1-Paradigm process
does not leave so much undefined that the result is a high quantity of 2/4-Paradigm practices
that are still being chosen because they are judged to be desirable or because they are
comfortable. Clarifying our higher function vision, and asking empowering guiding questions
among other things helps pull folks out of their comfort zones. But 3-Paradigm leadership will
not get you to your desired location form this location. As mentioned previously, the lower we
are on the roadmap currently, the more the clarity of the vision and the projection of solidness of
the process will need to come from leaders. As we move up, we can give away increasingly
more ownership. But we will need to focus on moving up to make moving over more possible.

Resistance and Addressing Myths
Where there is the prospect of change there will be resistance. How much is difficult to expect.
There are schools where there is very little because of all the trust elements that are developed
and the innate desire of those in the school to move to
something better. But as discussed throughout the book
supporting new R’s (values, beliefs, patterns of thought,
assumptions, attitudes about the ability of students) and
a restructuring of X’s (adding some practices,
developing new skills, ceasing some practices, etc.) will
require a well-intended and multifaceted job on the part
of leadership. No matter the degree of resistance, it is
best not to give it energy by confronting it, or use up our
limited energy focused on who is not on board. It is best
to focus our energy on growing the ranks of those that
appreciate the vision. But we do need to listen and
recognize the concerns of the cynics and sceptics. In the
same way that a teacher will be work with a student who
seeks to engage in a power struggle, we will not want to
validate the person’s ego need to be right or to hook us
in, but we will want to be clear about what we are doing and treat them professionally. Often
skepticism is mostly fear manifested with a lot of cleverness and apparent logic. And we need to
ask ourselves frequently, is their skepticism valid and warranted? It may be. They could be right.
But if we regularly ask ourselves what is best for all of our staff and students and the community
as a whole, we will likely be able to recognize if the various complaints that come from the
sources of resistance are valid or mostly based in fear or misconceptions.
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At the end of the chapter, exercise A examines a few myths that typically operate as R’s in
schools at lower levels on the roadmap. As you explore each, you will likely recognize when you
have heard them come from members of the school. At minimum, you will want to help teachers
and staff members recognize the assumptions they are using when they espouse one of these
myths and also appreciate what could be called the “actual reality” related to each. If you
recognize that limiting myths are substantially dragging the process down, you might address
the topic directly and engage the faculty and staff in a small group reflection/discussion of a) the
myths and working assumptions that exist at the school, b) why they exist, c) how they affect
what happens at the school, and d) how to raise the level of assumptions/R’s in the future.
Toxic Narratives and Changing the Narratives
How all of us talk about our school has a powerful impact on our capacity to growth and
improve. A good rule to embrace is “We don’t say anything about the school, our students or
ourselves that we don’t wish to be true.” This is a lofty standard, but even if we are marginally
faithful to its intent, it will help promote our movement up. What we will likely find as we start
listening to the operating narratives – the way we talk about ourselves, is that much of it is not
very healthy. In chapter 7 (Figure 7.x) we identified a series of life affirming vs toxic narratives.
As you examine the list, you will likely notice at least a little of each in the way people talk about
your school. These toxic narratives - entitlement, victimization, guilt, cynicism, and inadequacy
are common in all walks of life, but tend to find their way into schools because of the enormous
demands and burdens of being an educator.
The starting point is always to model and assume life affirming narratives. But, if we feel that the
prevalence of toxic narratives is a significant problem, we might want to address it formally. The
goal will be to produce a set of “We are….” statements. It will be best to do this as a whole
faculty, but you will want to be prepared with some solid thinking before you begin. The
leadership team may want to run through the exercise first, because, creating a seminal product
with the whole faculty that misses the mark will be problematic. Alternately, if the outcome is
simply a thoughtful discussion, the substance of the exercise is less permanent, so if you are
not sure how it would turn out maybe wait to produce a formal product until the energy is right.
But along with other documents that formalize the R’s and X’s of the “target location” a
document that formalized who we are can be helpful and act as the antidote to the toxic
narratives that live in the school currently. In essence you are stating narratives that are true in
an aspirational sense. But with any aspirational vision, language or conceptualization, we are in
fact intending to become more consistent with our potential, so on a deeper level, more
consistent with who we really are. In the exercise of coming up with “we are” statements try to
state them as processes – what we can be and do. Avoid outcome statements like “all
students…” because we cannot control student outcomes, and when we see a statement that
implies an unrealistic outcome goal our mind naturally starts to tear it down and think of all the
reasons it is deluded. So instead of ‘we help all students go to college” we might include
statements like “we nurture the growth of all students” or “we encourage all students to be
leaders” or “we embody and encourage a growth mindset.” We are working with a delicate
balance (much like enlisting students in defining their own classroom agreements), we want a
quality outcome that will function successfully, and we want everyone to feel listened, to
contribute, and to walk away with a sense of ownership.
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3. Moving up will be defined primarily by the elements of the vertical axis –
intention, capacity, coherence and efficiency.
If our school is currently functioning at a lower location on the pathway, no matter our ultimate
target destination, it will make sense to conceive our effort as primarily one of moving up the
vertical axis of the roadmap. Maintaining the 1-Paradigm as our target will always function to
pull the process forward in a sound manner. But function is requisite to make so much more
possible. So taking practical steps to build intention, capacity, coherence and efficiency should
define the majority of our effort at this stage. In this section we examine some ideas for doing
just that.
Much has been said about the idea of intention throughout the book. But we might boil it down
to the simple concept of making decisions with our vision and target destination in mind (and as
our criteria for making choices). If we use this criteria, we will notice that a lot of ideas that seem
to make sense, when viewed through this lens can be revealed as not as sound as they
seemed. Ideas that lack clarity can lead us into the 3-Paradigm, and some ideas that seem
positive on the surface, can actually be really disempowering and limit our trajectory. Steps that
obtain short-term gains in function can be helpful, but they can also be ultimately limiting. As
with all things we will need to use our judgement, but with recognition of the long-term
implications.
Building Capacity
In a broad sense capacity is defined by the structural elements within the school that make
possible the degree to which certain qualities and practices can manifest. More capacity means
more ability for things like leadership, collaboration, and communication to flow. So building
more capacity will involve an infinite number of large and small actions. Our job will be to
consider and promote capacity in those things that make the most sense for us. For schools
moving up from lower locations, the following areas of focus often represent places where there
is high need so great potential for growth.
 Site-Based Leadership Team. First, if there is not a
team at the school that functions as a site leadership
team, it will be essential to put one together in short
order. The team should include your best teachers and
those that at least appreciate what a 1-Paradigm
classroom is about. If you have teachers who have
created 1-Paradigm classrooms or are at least really
student-centered in their orientation, enlist them. The
team should have staff representation. And if possible,
having a student representative is a plus. Like any
team, this group will have to grow and mature. Initially
the team should be responsible for meeting and
representing the interests of the school as a whole. It
will be a more efficient group for synthesizing language
and ideas for policy and school documents, as compared to whole school meetings.
Ultimately, the group should be given the time to be integral to processing data, strategic
planning, and leading professional development.
 Student Leadership Development. High function schools take advantage of students’
ability to support one another and the goals of the school. A tendency for schools that
conceive their students within tiers is that they can fall into a mindset defined by the
question – how much support do students need (because of their dependence on adult
interventions)? For some aspects of student learning support this logic is justified. But
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when it comes to decision making, dealing with conflict, the process of self-reflection,
student activism, student agency and voice, our focus needs to come from the question
– how can we give students the skills and opportunities to be leaders and selfresponsible? It should be unacceptable for us to observe students who could be solving
their own problems, planning their own events, providing peer mentoring and mediation
of conflict, and speaking for their needs and because of the ways things are at the
school (structural capacity, as well as guiding R’s) and don’t. Responsible students are
not those that do what they are told, they are students who have the skills and
dispositions to assess what is going on and speak up and/or take action to make things
better.
Classroom Management and Discipline. Chapter 11 explores this area in detail. Your
school will not move up without moving up in this area. In essence all 3 and 4-Paradigm
practices need to be eliminated. Building structures at the school that are built on clarity
and responsibility to one’s commitments need to replace structures built on obedience,
compliance, respect for authority, fear of shame or punishment, and dependence on the
use of extrinsic methods to obtain short-term results.
PLC Structure and Intent. Moving up to higher levels of function will require greater
structural capacity for teachers to collaborate, share practices and ideas, plan together,
observe one another, and process new information and resources. We can term what
we do anything that we prefer, but in essence we are developing capacity around
becoming an ever more effective professional learning community. Even if everyone is
not fully prepared to take advantage of a structure that provides so much opportunity, it
is best to put the structure into place and then support the growth into it.
o To illustrate the impact of the structural element, I would point to two schools with
which we recently consulted. Both were performing in the 2.7/30%tile
middle/middle low range. Both had similar student populations and teachers
reflecting a wide range of skills and commitment levels. But one school had
installed a PLC planning period for teams at each grade level. The other school
did not. While each school struggled with similar issues, the capacity of the
school with the PLC structure to process new ideas, collaborate, implement new
practices, share resources was significantly improved. The result was a school
that was a year or two ahead of the other in terms of its overall ability to move up
to a higher location on the roadmap.
Scheduling should reflect the Vision and Mission of the School. After visiting and
communicating with many higher performing vision-driven schools, I heard a common
theme – make a schedule that serves your vision. In many cases, this took a little
imagination and a lot of courage. But as one leader put it, “form follows function.” If you
build it, the capacity will be reflected in what it makes possible. Here are some
recommendations for schools looking to move up.
o Build in a time for students to process non-academic issues. Many schools have
advisory period. This is a good start, but there needs to be a broad purpose to
this time and input from teachers as to how best to use it.
o Build in time for teacher collaboration and PLC. See ideas above.
o Ask the teachers what they would like to see? Include all those that need to be
consulted like specialists, and staff. Give everyone the parameters that need to
be met to have a schedule that meets compliance and then take suggestions.
o Consider block schedules to encourage deeper learning and more creative
instruction. Each class meets for two blocks per week plus one normal period.
One school I spoke to found that making Monday the day that all periods met
was preferable to Friday (as many schools tend to default to for some reason)
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because they knew they could see all their students and get organized and set
the course for the week.
Coherence
No matter how effective we are as educators, our job is demanding and requires a lot of effort.
When the focus of our effort is not coherent, we can expend a lot of energy and find ourselves
stuck in the same rut. This is demoralizing. Most schools we assess in the 3.0SCAI/30-50%tile
achievement tend to have climate and achievement ratings that stay stuck in the same place.
The problem is usually not effort or good intentions it is usually about coherence and the quality
of the intentions. Coherence is defined by a) an alignment of our practices/X’s with our vision
and target roadmap location and b) a congruence of those X’s with one another.
Much of our success in this area will be to vet new or existing policies, practices, or initiatives
through using our guiding questions or other assessment lens (i.e., psychology of success, our
mission, things we do or don’t do list, higher values, “we are. . list,” etc.). What we will find is
that much of what we are doing currently both accidentally (by teachers who have not yet
developed the skills or references to do better) or intentionally (policies, programs, accepted
practices that are endorsed are not congruent with our targets. Many of those will become more
evident as we examine X’s to eliminate in the latter section of this chapter. Changing practices
across all classrooms will have an arc of years and involve expert instructional leadership. But
changing policy and recommended practices can be done in months. So start there.
Most schools at the lower-middle locations tend to have adopted a whole series of programs to
solve perceived needs over the years. All of these programs have justifications and so on some
level were logical responses to problems. But if you examine them from the lens of coherence
with one another and your target school design, you will see they are often incongruent. Adding
new programs can foster improvement, but you need to be picky, really picky. It may be useful
to distinguish formal programs from programmatic goals. Project based learning, class
meetings, inquiry instruction, transformative classroom management, and critical thinking are all
broad initiatives that have a basic idea at their core, but can be executed in many ways.
Expertise in these initiatives takes a career to master. A program on the other hand is a
standardized way of doing something in particular that can be explained by a vendor. The
schools at the highest points on the roadmap adopt few if any programs, and the schools at the
lowest end adopt lots. When we have a defined set of guiding principles and goals we have
more ability to ensure that any practical implementation is aligned with our values. When we
adopt a packaged program, it comes complete with specifics. In some cases that is good.
Therefore in the end, it is best to trust those who you can trust and be a meticulous consumer
when it comes to programs.
Efficiency
Efficiency will not be the cause of our moving up, but the lack of it can limit it. When we make
efficiency – things work, systems create flow, processes are logical, intuitive and have a speedy
turn around and meetings are well run – a priority, it has both symbolic and practical value.
Symbolically it shows we care and are concerned about others’ welfare and quality in general.
On a practical level, it enables the big values to manifest without being constructed by the little
things. One school leader put it this way, “doing a good job with the little things becomes a big
thing.”
Some of the specific areas that might need to be addressed include:
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How visitors and guests are treated and processed when they enter the school. We find
an almost perfect correlation between how one is treated at the front desk and the
location of the school on the roadmap.
How meetings are run. Another item on the SCAI that tends to be low for schools at
lower locations on the roadmap is how teachers and staff rate the quality of meetings. It
might be useful to have a default process for meetings that includes:
o An agenda
o A minimum of bureaucratic reporting out (put that in an email) unless it is
consequential content.
o An activity where faculty and staff process in small groups. Have a system for
mixing up the groups and promoting heterogeneous composition at tables.
o A PowerPoint presentation with key information, such as task directions, key
data, graphic depictions of ideas, inspirational quotes.
o A process for making sure input is democratic and representative.
o Someone taking notes and disseminating them later.
Walk around the school and look at all the fixtures and structures. What do you see?
When a student sees a drinking fountain that does not work, or a net on a basketball
hoop that is ripped off, or a broken window, or equipment that looks dumpy it sends a
message to that student about how much the leadership of the school values them.
Would a student at the most desirable school in town see something similar?
Have adults gotten in the habit of nagging students to do what they are expected to do in
a particular area? Can you conceive of a way to reduce the need for nagging and adult
monitoring and bribing, and build more student sense of accountability and clarity of the
expectation? (See Chapter X related to technical management for ideas in this area).
Do you have an efficient way for parents to access student progress?
Do you have an efficient way to manage attendance?
Do you have an efficient way to send out communication?
Do you use social media effectively?

When we hear of the story of the low performing school that turned it around, what they are
usually talking about is a school that made a substantive move up the vertical axis. And while
movement across will require us to give away power and elevate trust to a dominant value,
when we find ourselves in the lower locations, leadership that possess a clear vision and takes
a systematic approach to building capacity, coherence and efficiency will have the most
efficacy.

4. Assessing the current location and state of affairs at the school will be
valuable.
Your process will be greatly facilitated by including the insight from various sources of
assessment data. The nature of our data use will say a great deal about the efficacy of our
improvement process. What we find is that a) the kinds of data schools collect will define what
they value and put energy into and b) schools that want to change want to know. Schools that
want to appear like they are making an effort, collect a lot of data, but don’t process it with the
kind of care, sincerity and broad participation necessary to expect it to have an impact. So what
we see in many cases is a lot of data being collected that ultimately informs little action.
The first step will be to explore your various assessment options and select a limited number of
quality data sources. Your state or accrediting agency will probably have given you some input
that will need to be responsive to. But you will want to reflect on your values, the kinds of
changes you want to see, and then identify good indicators of those outcomes. It is best to
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collect data from a broad range of domains of school operations – indicators of student
achievement, student attendance and discipline, teacher working conditions, parent
perceptions, and others. Chapter 9 explores these options in more detail.
One useful assessment tool is the ASSC School Climate Assessment Instrument (SCAI). It
covers a wide range of areas including, classroom practice, student life, social and emotional
health, leadership, physical environment, teacher relations, and community relations (See
Chapter 10). Versions are available for teachers and staff, students and parents. Many items
from each version can be cross-referenced so perceptions of groups can be compared. The
instruments have been designed to measure not just perceptions (O’s), but also practices and
underlying values (X’s and R’s). As a result, it has been shown to be more predictive of both
student achievement and the schools true location on the effectiveness roadmap (See Ch 2).
The school leadership team may want to take some time to identify what would ideally be
accomplished from the process of data collection and a meaningful analysis. But quality data
should provide insight and quantifiable benchmarks into how you are doing across various
dimensions and as we will discuss in the next section, the “real problems” and real needs at the
school. Focusing simply on symptoms will limit the efficacy of your data use and ultimately your
progress as a whole.
Some of the most vital reasons to collect data include:
 To produce a solid sense of your current location. Moreover, with each subsequent
iteration of data collection you will be able to see evidence of growth and the efficacy of
various X’s.
 To be able to drill down into smaller micro level data to see more specific needs, areas
of concern or interest.
 To be able to discern the real problems from the data source not only the symptoms.
The following SCAI data table (Figure 12.2) comes from a low-middle function school (School
A). The SCAI scale is 1 (low) -5 (high), where average is about 3.2. As you examine the ratings
from the teachers/staff and students you will quickly recognize areas of relative strength or
need. Dimension scores at nearly every school from the hundreds surveyed tend to gravitate in
a narrow range. This is discussed in Chapter 2 in more detail, but the reason is that the same
R’s inform the X’s in each of the eight areas. So overall what you can infer from this school is
that it is about a 3.0 function school and a little under the middle range location on the roadmap.

Figure 12.2 SCAI Ratings for School A.
Dimensions
D1
D2
D3
D4
D5
D6
D7
D8
[]

Physical Environment
Teacher Relations
Student Interactions
Leadership
Management Discipline
Learning / Assessment
Social-Emotional Culture
Community

Overall School Climate Rating

Student
Ratings

Faculty and
Staff Ratings

2.69

3.03
2.91
2.69
3.16

2.82
3.57
3.57
3.51
3.56
3.84
3.39
3.61

2.92

3.48

3.04
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Like many school at this location on the roadmap, at school A there is a distinct discrepancy
between the teachers and the students. This is not uncommon, but it is more common in
schools that rely on behavioral discipline systems (Shindler, 2018), and an emphasis on direct
instruction as the primary mode of teaching. This level of data display is useful in the process of
determining the general level of the school climate as well as the school’s location on the
roadmap. Broad areas of need can be inferred, especially where there is a relatively low number
in the student ratings. So at school A, they could assume the social-emotional culture, learning
and classroom management practices would be areas to place attention. Those represent longterm issues, whereas the issues related to the school’s appearance can be addressed much
more immediately and directly. In the next section we will examine ratings from one dimension
that will provide a deeper sense of the climate and function level at this school.
Assessment methods in the classroom or the school as a whole tend to define what is important
and therefore the direction of the attention and the nature of the intention. So as one
transformative leader put it “Assessment should be in the service of your vision and mission.”
Don’t let the tail wag the dog. Our question should be in essence “given what we want to do,
what will we want to know, and given that what are the best ways to gather that knowledge?”

5. Efforts should focus on solving the real problems identified by the
assessment process and not just the symptoms of problems.
Simply put most schools that are currently functioning at the lower-middle range on the roadmap
pathway tend to a) focus on the symptoms of their problems and b) attempt to solve those
symptoms with direct interventions. Those schools that persist in that logic will persist in their
location on the roadmap. There are a lot of justifications for taking this route. It is safe. It is
defensible. It is easy to explain publically. It sounds sensible. It appears proactive. It is not likely
to send up red-flags and jeopardize our jobs. But if you are truly interested in moving your
school up the roadmap, you will need to address your real problem with meaningful and
systemic solutions. In chapter 9 this area is explored in more detail.
In most cases the “real problems” at the school relate to what we do (our X’s) and why we do
what we do (our R’s). As discussed, it is normal to focus on the outcome, but in many cases the
outcome is a symptom of things – evidence or a byproduct of what we do. I am reminded of a
presentation from an Assistant Principal at a low performing school that shared with the
audience that after seeing their data they realized that “they needed to do something” to
address a problem area. This reaction was heartfelt, sincere and well-intended, but what I
politely kept to myself was that they were doing something, all day, every day. What they had
done up to this point was why they had the condition they did. And the direct intervention to that
issue at their school might have potentially improved that area, but unless there is a systemic
change at the school toward improved overall better X’s, the school will experience perpetual
“real problems.” Direct interventions to symptoms tend to miss the mark. They can often simply
add a superficial remedy over the top of a dysfunctional condition.
As you examine the SCAI data in Figure 12.3 from school A related to Classroom Management
and Discipline you will be able to dig a little deeper into the realm of the X’s and the real
problems at the school. Within the data you will be able to see evidence of perceptions, but also
the R’s that inform the practices/X’s as well as something about the quality and efficacy of the
practices themselves.
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Figure 12. 3 School A: SCAI Dimension Five – Management and Discipline Ratings from
Teachers/Staff and Students
Teacher and
Student
Staff Ratings
Ratings
3.61
5a
3.00
consistency of discipline-policy
3.43
5b
3.34
clear expectations of discipline policy
3.05
5c
3.79
effective discipline
2.65
5d
3.13
student-generated ideas for rules
2.84
5e
3.84
discipline for functionality
3.07
5f
3.65
teacher-student supportive interactions
2.77
5g
3.58
promotion of student self-direction
2.84
5h
3.68
promotion of community in class

D5

[]

Management Discipline

Dimension - 5 Scores

3.50

3.03

If we were on the school climate leadership team of School A, these data would tell me a great
deal about the state of affairs at the school. School A, like many schools currently operating at
this location reflects a series of classic “real problems.” But my guess is that previous to looking
at this data teachers at the school would have defined their real problems as:
 Students are unmotivated
 Students are frequently off-task
 Other teachers are not consistent with the reward system or calling home
 Some students disrupt the learning of others.
However, as we explore the SCAI data and do a little reading between the lines. We might
better characterize the actual “real problems” as:
 Teachers feel like there is a lack of vision and therefore consistency in the policies.
 Students feel little voice, choice or empowerment or their need for power being met.
 Discipline and management methods are intended to promote primarily compliance so
students respond with apathy, rebellion, stunted maturation, and irresponsibility.
 Students do not feel a sense of community, because little effort is made to encourage it.
 Students recognize that as a whole the methods are not very effective in creating a high
function classroom, so they are not surprised that there are a lot of problems on many
days.
 There is a disconnect between how teachers and students characterize the notion of
“positive.” For teachers it is giving reward for desired behavior. For students that is not
positive, it is manipulative. Positive for them, would be to create a functional nurturing
environment that people wanted to be in.
School B is an example of another school functioning in the low-middle range. As we examine
the SCAI ratings for Dimension four related to the leadership and decision making patterns at
the school (See Figure 12.4), we can see that the school lacked vision and connected R’s.
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Figure 12.4 School B: SCAI Ratings for Dimension 4 Related to Leadership and
Decisions – Teachers and Staff Survey

D4

Leadership and Decisions

4a
4b
4c
4d
4e
4f
4g
4h
4i
4j
4k

clear mission
presence of vision for the school
decisions based on mission
recognition of staff
shared values
representative decision making
faculty trust in leadership
success of leadership
staff responsibility for leadership
leadership sync. with student/community
leadership sync. school climate

[]

Dimension - 4 Scores

Teachers and
Staff Ratings

2.77
2.86
3.00
2.95
2.64
2.95
3.05
3.38
3.09
3.27
3.09

3.01

Data like these represent the need for leaders at a school like this to take ownership of some of
the “real problems” at the school. If we were to ask the Principal at this school what the
problems at the school were they would rate the top problems as:
 The home life of the students
 Teachers who are not on board with the schools policies
 A lack of loyalty among many of the staff
However as we examine the data from the SCAI and talk to the teachers at the school, we can
see that much of what we would say needs improvement relates to the leadership. As leaders
we need to own a disproportionate part of responsibility for the roadmap location of our school.
At this school if we were to identify the most pressing real problems in the area of leadership
and decision we would probably assess them to include:
 A need to cultivate a clearer and more positive student-centered vision
 The need to cultivate an instructional value system with priority practices as well as
practices that would not be consistent with those desired values.
 More trust in teacher leaders to facilitate professional development.
Both School A and School B showed little improvement in their SCAI data over time. In each
case we might related the cause of that stagnation to be a result of a) a tendency to place
attention on their circumstances rather than on their own actions and policies, b) focus on
symptoms of problems rather than their real problems, and c) an unwillingness of leadership to
embrace elements of the 1-Paradigm concept that would have contributed to growth at the
school. In each case the potential for steady improvement existed. But in each case the
recommended X’s were informed by 2/4-Paradigm R’s. Given these R’s the predicted location of
the schools would be about where they both were. Improvement would have had to start with
adopting an alternate set of guiding R’s implying a different destination on the roadmap.
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Fortunately, we do not have to conceive addressing our “real problems” one at a time, as
distinct concerns. We can take a cue from the country of Finland that observed many of their
problems diminished as well as seeing an increase in achievement scores but simply trying to
make their schools “happier” places. Setting our aim in the direction of the 1-Paradigm will lead
to remediation of a lot of your current issues. A rising tide lifts all boats and a rising school
climate and function level lifts all area of a school. Everything is connected. A good example of
this phenomenon is how it plays out related to the national concern over disproportionate
suspension rates for minority boys. Efforts to address this problem have brought helpful
attention to some of the historic R’s that have been greatly responsible for its existence. But
direct remedies have had mixed results at best. However, what our data tell us, and that of
others who have made similar inquiries is that the problem is related mostly to the kinds of
classrooms into which these students are placed. What we find is that in a 4-Paradigm
classroom the ratio of suspensions is about 6-1 (with many boys being suspended), in a 2Paradigm classroom the ratio about 3-1 (with fewer being suspended) and in a 1-Paradigm
classroom the ratio is close to 1-1 with very few suspensions. This is just one of countless
examples of how the solution to what appears to be a challenging issue is to aim for more 1Paradigm practices.
The effects that moving up on the roadmap will have on student achievement are similar. As
you recall from chapter 2, SCAI scores, location on the roadmap, and student achievement
measures are all strongly correlated (@0.7). When we improve our climate and function levels,
we are likely to see improvement in test scores as well. As one leader who saw significant
achievement gains at her school put it, “We set out to improve our reading scores, and realized
we needed to change everything else as we went along.”
Engaging in the process of Strategic planning outlined in Chapter 9 will be useful at any point in
the process to align our data use with our vision. And as we explore the idea of practices to
expand and those to decrease in the next section, you will likely better recognize how your real
problems are mostly related to the X’s being used in the various classrooms, as well as the
policies and systems within the school.

6. Instructional leadership is necessary to promote higher quality and function
X’s, and a broad recognition of all members of the school community should
be to recognize and reduce low function X’s
In the end, the best indicator of the current roadmap location of school will be the average
quality level of the classroom X’s – practices, methods, strategies, policies, interaction patterns,
communication, systems, procedures, and experiences in general. However, it is essential to
keep in mind the inter-dependent relationship between what is taking place in each classroom
and the overall school realities. Cultivating the kinds of R’s that will promote growth on both
dimensions simultaneously should be the goal. Therefore a clear sense of the target R’s and X’s
for classrooms will need to be built into the vision development process, systems within the
school, and central to all professional development.
Moving up in the area of classroom X’s will imply growing certain practices and reducing other
practices. Both components of the process are necessary. To anchor this process of
restructuring, a shift in R’s will be important. Some of the descriptors for that shift include
moving away from cleverness-based thinking to insight and wisdom based thinking, away from
defaulting to coping and embracing a more courageous approach to challenges, and away from
convenience as the top priority to growth and quality. Most teachers would not explicitly endorse
the lower quality R’s, but they become normal in an environment that feels overwhelming, un-

TLR Ch 12: Moving up from Lower Quadrants rough draft v12-07-18 ©ASSC

p.12- 19

motivating, unsupported or where those R’s are standard. A powerful change force will be to
encourage individuals and the collective to reflect upon the kinds of R’s that are informing their
instructional choices. Confronting the idea that our thinking has been defined to a great extent
by mediocrity based R’s can be a powerful source of growth and self-improvement. But, calling
out others on the quality of their references is likely to produce defensiveness. So as a
procedural matter, explorations into guiding personal references should be done by way of selfreflection exercises. But as a school, the vision and target R’s, X’s and roadmap location should
be implied in all we do. Increasingly teachers should be able to classify their practices within the
school lens for “things we do” and “things we don’t do.” This can be related to any quality
taxonomy that effectively defines the nature of your target location (i.e., psychology of success,
basic needs, nature of the 1-Paradigm classroom, etc.).
In a broad sense, we will want to use the 1-Paradigm classroom as our target destination. If
teachers have become positive and engaging 2-Paradigm teachers, they are probably on
balance supporting the school’s growth upward, but they will still want to reconsider some of
their more compliance based practices as time goes on. And for those who find themselves
operating in the 3- and 4-Paradigm quadrants, they will want to engage deeply in a process of
restructuring their practice. But as discussed in Chapter 8, instructional leadership is a complex
process that may require months and years to effect results. The bottom line is that any of us
act (i.e., X) because it somehow makes sense or works for us (i.e., it fits our R’s). Nonetheless
our first responsibility is to our students (i.e., our O’s) and they deserve to go to a school defined
by quality classroom X’s.
In the following sections we will examine classroom X’s within four areas – a) instruction, b)
assessment, c) classroom management and d) other important practices to consider. And for
each area we will examine those practices that will tend to move us up the roadmap from where
we are, so will want to encourage, and those that are keeping us stuck or limiting our growth
and so will want to reduce as much as possible.
Instructional Practices
Moving up the vertical axis of roadmap to higher locations in the area of classroom instructional
practices will require much the same focus as it does for the school level. We will want to build
the qualities of capacity, coherence and intention in each classroom. The essence of building
capacity will be developing students’ core skills. Those skills will depend on the mission of the
school, but will likely need to include teamwork and collaboration, concept development and use
of abstract patterns, inquiry and use of evidence, and information organization and presentation
including technology. When these skills are accessible, the capacity exists to engage in high
quality learning practices, when they are not, classrooms tend to default to lower quality
instructional practices.
As we conceive the process of moving up, we might think of it as a progressive development of
skills, strategies, and methods toward an aspirational target destination. In this section, I will
offer a series of a) target destinations as well as b) the basic skills needed to progress toward
them, c) reasonable intermediate steps toward the target, and d) what it might look like in
practice.
A. Target – Self-Directed Individual and Team Project-Based Learning
Base skills – perform cooperative roles, work from a rubric for quality process and product,
content related skills, conflict and problem solving, presentation skills.
Intermediate step – high functioning cooperative learning exercises that are highly
structured and students have a clear sense of the quality process and product expectations.
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What it looks like – The weaker the level of skill currently the higher the level of structure
that will be necessary. Time and practice will be required to support students’ understanding
of how to execute their role in their group, what high quality process looks like (and how it is
being assessed), what a high quality product looks like (and how it is being assessed), and
how to solve problems. During and after each iteration of the task students should be
encouraged to debrief and reflect on their process and self-evaluate. Students should learn
to become more comfortable and expert in developing and presenting the product of their
effort.
Observation – We regularly walk into lower performing schools where one or more
teachers have made a devoted commitment to creating high functioning cooperative
groups, after about 3 months the level of function and capacity in these rooms reflects a
roadmap location many levels about what is happening in other classrooms. High levels
of order, ease, enjoyment and no sign of behavioral issues – conclusion – it’s the
teaching not the students.
B. Target – Self-Directed Inquiry or Laboratory Investigation
Base skills – processing data, concept attainment, cooperative learning, following
directions and safety rules, displaying abstract concepts in figures, computation,
presentation.
Intermediate steps – 1) concept attainment exercises, 2) having students show evidence
for making conclusions 3) engaging in lessons where there is a purposeful movement
through the C-R-A process (concrete, representational, abstract).
What it looks like – Building inquiry skills requires the development of both procedural as
well as cognitive skills. Procedurally students need to be able to work in teams to process
data and implement a procedure for investigation. Students need to develop confidence
approaching the concrete phenomenon and working with it systematically and as a team.
Cognitively, they need to be able see the C-R-A pattern in their work, - what is the nature of
the stuff they are examining? How would they describe and classify it? And then what
conclusions or generalizations can they make and share with others? Each step is essential.
And over multiple iterations students become expert in the procedural as well as the
cognitive processes necessary.
Observation – Much like the observation above, we often witness classrooms where the
students are experts in working with concepts, doing abstract classifications, and readily
apply effective strategies to abstract problems, in the same school where the common
narrative is that the students cannot do that or are not ready for that for some reason. In
one particular day I witnessed a group of 3rd graders who were expert in their use of
concepts and abstract patterning, then walked across the street to the MS (where these
same students would attend) where the teachers did little concept attainment and when
they did the students did so poorly with it that most gave up on the idea and rarely tried
again. The 3rd grade teacher had simply made a commitment that his students would be
great at this skill and eventually they were.
C. Target – Students can research, organize and write a quality research paper
Base skills – writing skills, research skills, outlining information, peer editing, recognizing
and classifying the nature and quality of source evidence, word processing, creating
graphics, nature of facts, inferences and opinions.
Intermediate steps – 1) writing well-structured essays, 2) concept attainment, 3) evaluating
the quality of sources and supporting conclusions with evidence, 4) group investigations that
are presented.
What it looks like – Students get used to evaluating the quality of evidence using criteria.
They do frequent processing of their investigations using an organizational format. They
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write a lot and engage in peer editing which supports their growth as writers but also editors.
They are expected to support their conclusions with sound evidence.
Observation – Middle School X had been underperforming for years, the school then
restructured and one of their early initiates was to have students learn to support their
thinking and conclusions with evidence. After a few months, the skill became natural and
expected. The level of dialogue in the classes sounded like an elite private school in
terms of the care and precision the students used to make their arguments and discuss
their thoughts. One teacher’s comment was that they had just committed to making it an
expectation. At first it was strange and many students resisted it, but eventually it
became second-nature.
These are just a few of instructional practice/X targets that your school might want to adopt.
However, these specific areas represent places where substantive growth can be accomplished
with the requisite commitment. As you can see, for each target the key is building the capacity
through skill development. And it should be noted that skill development is not a) programmatic
and b) does not have a time frame. It happens because there is a plan and systematic focus on
developing the skill. In most cases, it comes down to an individual teacher simply having an R
that “my students are going to have this skill, because I think it is important.” One implication for
leadership is that when such a value/R is encouraged school-wide it empowers those teachers
that had a predisposed desire to make that part of their class reality, and enables the structural
elements within the school (i.e. PD, PLC’s, peer collaboration, instructional supports, etc) to
function in support of that value.
Creativity
There may be a reader or two who is asking – “what about creativity?” Simply put, we should
encourage everyone to tap into their creative sources and celebrate creativity. But here are
some thoughts on the topic.
 Not everyone loves to be creative, so make sure you are not subtly shaming
those who are less creative by making it the highest value. For some a blank
piece of paper and the instructions to “just be creative” is their worst nightmare.
 If we examine the most beautiful and inspiring creative accomplishments, they
are most often a product of a lot of skill. And the development of that skill took a
lot of intentional effort and practice to cultivate and probably involved teachers
who were highly skilled. When we have skills, we have so much more to work
with in our creative expressions. So if we want students to feel empowered to be
creative, we need to help them feel confident in the skills that would be useful in
that creative exercise.
 Helping students develop their voice, an appreciation of their gifts, and ways that
they can make a unique contribution is a great place to start. All students can
access these things if they are encouraged to and practice listening to their inner
voices and resources. We can all make a difference and feel like we are doing
what we are meant to do, no matter what anyone else calls creative or
interesting.
Instructional X’s to Reduce
When examining the kinds of instructional practices to reduce, the question is not so much
which ones, but how much of them. Unless one is teaching incorrect, unethical or culturally
insensitive material, anything that leads to learning has some relative value. But moving up the
pathway will require using more of some practices and less of others. The more authentic and
engaging the X is the better. Some of the X’s to consider limiting would include:
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Whole class lectures. Some lecture is fine, but it is not very engaging.
Single model instructional planning. Learning requires different kinds of experiences.
Concepts need to be taught with some form of concept attainment model. Inquiry needs
to include a structure and a thoughtful use of concrete material for students to examine.
Skills require a sequence of modeling, practicing and independent work. Discussions
and processing information requires an intentional means for making connections. Using
a single model to teach these distinctly different forms of content will lead to less
learning and more frustration.
Computer assisted modules. Filling in missing information with a computer program can
be necessary, but it is not a long-term substitute for taking part in authentic and engage
learning.
Focusing on completion as the value rather than quality. When observing classrooms in
low vs high performing schools, one of the noticeable differences is how both teachers
and students perceive the task. In low performing schools, very often the students rush
through their work and are excited to tell the teacher they are done, and the teacher
gives them praise for being done – the value is on completion. In the high performing
school the student engages the task for understanding and with recognition of what
quality work implies. The teacher gives feedback on the quality of the work, ideas,
innovations, creative effort, etc.

We might use the concept of coherence to think about what to do more or less of in the
classroom. If I am a student, do I generally find myself trusting that the learning I will engage in
during the day will be consistently – authentic to real life? Fit the ways my brain works to
process the content or reach the outcome? Encourage me to stretch and grow? Activate a wide
range of my humanity and intelligence? If it does, I learn to lean in and embrace learning
situations and trust myself and my teachers. If it does not, I learn to cope and compensate (i.e.,
low motivation, disruptive behavior, boredom, resistance, negative self-image, etc.)
Assessment
What and how we assess will represent what we value and how we define student success. It is
a very concrete indicator of the DNA/guiding R’s of the school. So it is essential for our ability to
move up the pathway to align our assessment practices with the values of our desired location.
When considering an assessment practice educators can simply ask “Would I characterize this
practice as something that will promote (value) X?” If so, employ it, if not, consider reducing it
(even if it is something that has become common and fundamental to the way the school has
done things historically).
Using the lens of a psychology of success (POS) – internal locus of control, belonging and
acceptance, and growth mindset is a great default delineator. As recommended earlier, the
exercise of having teachers classify their practice by whether it would promote the qualities of
POS or its opposite can be a powerful way for them to recognize that just because a practice
seems to “work,” it can be counter-productive to the larger goals of learning and creating healthy
students. The accountability movement in the early part of the century encouraged a view of
assessment that was competitive, comparative and based on indirect measures, measures that
were often indicators of things that students did not control and did not reflect what they had
learned or their progress or growth. In many cases our process of moving up will mean
reconciling various competing interests. But if the last two decades have taught us anything is
that the best way to stay stuck in a low level of function and performance is to focus on trying to
improve test scores. What we better understand now is that test score improvement follows
when we improve our school performance and function level as a whole.

TLR Ch 12: Moving up from Lower Quadrants rough draft v12-07-18 ©ASSC

p.12- 23

Moving up to a higher roadmap location will mean making some shifts. First, we need to focus
more on the process rather than the product. Second, we need to give more ownership of the
assessment process to the student. And third, we need to shift from a focus on summative to
formative assessment practices. The job of leader is to reinforce those intentions, build the
capacity within the system to make them actualized, and to encourage coherent messages to
students and adults.
Expanded use of the following practices are encouraged, as they have been shown to promote
movement up the school effectiveness pathway.
 Effective Cognitive Learning Objectives. This may sound like a basic skill, but if you
examine the written or mental lesson plans of your teachers, a great deal of what
characterizes their lesson goals and objective are “task related” outcomes. High quality
teaching starts with a clear sense of the cognitive operations we want to see in action
(using Bloom’s taxonomy is still a valid practice) as well as necessary skill and
dispositional growth outcomes for the lesson. A focus on task objectives leads to
completion as the goal. A focus on cognitive learning outcomes provides the teacher a
means to engage in formative assessment, lesson modification, and meaningful
interventions.
 Clear Criteria and Systems for Assess the Process. The reasons to assess the
process are countless – it encourages internal locus of control, growth orientation,
encourages higher quality process investment leads to better quality outcomes
(Shindler, 2009). The reasons not to do it are usually related to a) a lack of skill and
imagination related to making rubrics, and b) misconceptions and faulty R’s often
encouraged at the building level. Resources and in-depth explanations for how to do this
are available at the TCM website.
o One school, engaged in a long term process of school improvement presenting
at a school climate conference shared that after three years of their effort, it
became clear to them that one essential key to their success was going to be
assessing the process in the classroom. It took them three years of selfexamination to shift their R’s, but like many schools that go back to the drawing
board, they came to the realization that meaningful change would need to include
changing how they assess.
o Ralph had been teaching middle school for ten years and had not considered
assessing process in his class. After learning the practical aspects of how to do it
in a graduate course, he tested it out in his most challenging class of the day.
After collective before and after data, what he found was that students in the
class had made a collective shift of one or two levels (related the quality of their
participation) in two months. In his words, the class went from his worst class to
his best in those two months because he implemented a system for assessing
the quality of their participation and process investment.
 Clear Criteria for Assessing Products. If we survey the quality and quantity of the
rubrics that are used in our classrooms, what do we see? Simply put, the better and
more purposeful the rubrics in the classes are the more clarity to the learning task,
therefore the higher the quality, and thus more POS – so the faster we move up the
pathway. Leadership can encourage this by providing PD specifically devoted to creating
process and product rubrics, encouraging teachers to share and/or create them
collaboratively, and when possible encourage student involvement.
o School Z made a purposeful commitment to PBL. It was how they conceived and
marketed their school’s mission and program. But over the years while the school
did engage in a lot of PBL activities, their SCAI and student achievement ratings
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remained stagnant in the 40% range. Upon closer examination, they had done a
relatively poor job of assessing either the desired target process or product
quality. The result was students who were just going through the motions. The
lesson would seem to be that it was not the intentions/R’s that were the limiting
element but the execution of the necessary X’s, especially in the area of
assessment.
Student Peer and Self-Assessment. When students assess their own work or that of
their peers they look at the work with the lens of a teacher. Instead of thinking simply in
terms of adequacy or inadequacy they are encouraged to better recognize the elements
of quality and purpose. Over time this builds not just agency, and POS, but a value for
quality. It is empowering, pulls students out of a passive mindset, and teaches a
valuable real world skill set. However, like any other form of increased requirement of
responsibility, it will mean teaching the skills and procedures purposefully, and making a
commitment to doing it well. We can expect resistance from both students and adults to
raising their game. But like all movement up, once the higher location becomes the
norm, few will desire a return to a lower form of reality.
Student-Led Conferences. If the goals of our assessment include promoting growth,
self-reflection, internal LOC and agency, self-responsibility for learning and assessing
progress among other values, the choice to put the ownership during a student
conference is pretty clear. Including opportunities for teachers and parents to exchange
information may still be a valuable component of the process, but shifting the onus to the
students is the only way to actualize the benefits listed above. As with all X’s, our
question is, “given our values, and desired outcomes what is the structure that will best
facilitate them?”
o If we ask those who have made the transition from teachers-led to student-led
conference formats, we will likely hear the following themes. First, that it took a
lot of preparation to make the shift, especially related to students learning a new
role and new skills. Second, the first iteration was pretty rocky. And third, once
they made the transition, and they experienced the benefits, they would not
consider returning to the previous format.

Assessment X’s to Reduce
In general the process of moving up will imply encouraging more active, responsible, growthoriented and quality focused students. Therefore, as we examine the common assessment
practices at the school, we will want to keep to a minimum those that encourage passive
learning, a focus on completion, norm referenced grading and student to student competition.
The logic for employing practices with these qualities was born in time when a central job of the
school was to sort students into various hierarchical life paths. Not only is this logic unethical
today, putting it into practice leads to poor results across the board.
Some of the assessment practices to keep to a minimum would include.
 Grading on a Curve. It may be historically accepted, but if we examine its nature, we
see that it is based on a fixed-ability view and a belief that comparisons are
motivational. Using a criterion reference system is just as easy to construct, is more
honest, creates a clearer sense of the learning targets and is motivation to all students
(rather than the few whose fear of failure motivates to them to great levels of effort).
 Student-Student Comparisons. If we ask ourselves a simple question “what does
student A’s learning progress have to do with Student B’s learning progress?” We will
likely draw a blank. Comparison leads to all manner of psychologically dysfunctional
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thinking and motivations. Reflecting on quality, contribution, innovation, growth,
progress lead in the opposite and infinitely healthier direction.
Too Much Reliance on Objective Tests and Quizzes. Tests and quizzes are useful
tools as part of a broader assessment system. But schools that don’t incorporate them
don’t miss them. As a rule, teachers should derive less than 50% of the students’ grade
from objective selected response tests.
Unsystematic and Subjective Grading. While assessing process can be a powerful
tool to promote POS, giving a percentage of the grade for an undefined quantity like
“participation” or “behavior” or “citizenship” is unsound, unless it is done systematically.
If assessment targets are clear and standing still, students will learn to hit them. If
assessment targets are undefined representing a vague concept in the teacher’s mind
related to the way the teacher likes students to be (e.g., things like acting lively, being
compliant, etc.) the target is unclear, manipulative, creates insecurity and in the end
operates essentially as a power-play. So the bottom line is that if you are going to
assess something like participation, do it right or don’t do it at all. But it is best if
teachers do in fact learn to do it right – purposefully, objectively, systematically, and in a
way that is empowering rather than manipulative.

Classroom Management and Discipline
The place to begin in our exploration of classroom management is with our first principle of
change – everything is connected. We could also state this as “everything is contextual.” So our
effort will be to build a healthy, sane and productive eco-system. That will mean encouraging
classroom management X’s – practices, policies and programs that encourage us toward
congruence with our target destination. It also means recognizing that all the X’s in the school
will affect the eco-system and thus each student’s level of motivation, interest in being a
contributor or a disruptor, sense that things are fair, conception of the way students should treat
each other, etc. Simply put, a healthy eco-system translates into fewer problems and more
growth of the qualities we desire. The examination here will be brief as you are encouraged to
read and apply the discussion of classroom management in chapter 11. And you are
encouraged to read and apply the deeper treatment of this topic in Transformative Classroom
Management, which should integrate well with the content in this book.
In many cases, schools that are currently functioning at the lower-middle levels on the roadmap
tend to view discipline with a situation-response (i.e., O-X) mindset. While this will always have
relative use, as much as possible, we will want to make a shift to an R-X-O mindset. The
starting point is getting clear on the guiding R’s – values, expectations, knowledge base, habits
of mind, and guiding questions and assumptions. It is not likely what we want to hear, but we
have to accept that most of our problems in this area are rooted in our R’s. So making a shift in
that area will be as important as any job leadership will take on. Next, all adults in the building
need to grow in their recognition that some X’s – practices, strategies, policies, communication
patterns, systems, and non-verbal messages will encourage movement up the roadmap and
others will encourage movement down, or at least limit growth upward. The assumption of
leadership needs to be that supporting this process will need to be systematic and that human
nature is to hold on to what we have been doing and resist change (See Ch. 8). Outcomes in
the form of student behavioral issues or anything else will be mostly a product of what we are
doing all day throughout the school. We can test this notion, by observing the kinds of problems
that occur in different rooms within the school. My guess is that in some there are almost no
problems and in others they are chronic and dramatic. Yes, there are challenging students, but
the main variables defining the level of management issues relate to the R’s and X’s of the
teacher.
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Shifting References
The essence of progress upward is making a shift away from 3 and 4-paradigm/style R’s and
X’s toward a more solid and consistent use of 2 and 1-Paradigm R’s and X’s (See Ch. 11 and
TCM). So we are seeking to lose coercive, aggressive, punitive 4-Style ways of managing as
well as the chaotic, enabling and passive ways of the 3-Style, and replacing them with healthy,
sanity building, coherent and empowering ways of approaching the task. In many cases, the
reasons we cling to 3 and 4-Style ways is out of fear and a lack of confidence (even if we
appear outwardly confident). However, the movement up is toward a more natural condition that
is more satisfying and produces more mental health for everyone. So even though fear may
keep some from readily stepping out of their comfort zones, there is a part of everyone that
knows on some level what they and the school need to do to move up and that it is
fundamentally right and good.
As we have discussed (See Ch. 7), the reasons why we change our attitude about something
varies from persons to person and context to context. But the teachers in our school have not
lacked people telling them what they should do. So we need to accept the limited value of
simply telling. Instead, we need to engage in a long-term conversation about where the school
is going in the area of classroom management and discipline, and listen and appreciate the
fundamental difficulty of the job and why few of us are who we want to be and show our best
selves. But here are a few practical ideas for supporting that shift.
 Have teachers engage in a classification exercise of classroom management practices
into those that promote or undermine the core values of the school. I recommend the
POS elements as described in appendix X. The goal is a self-evaluation that provides a
clear conceptual framework for future action.
 Have teachers observe the great teachers in the building, and have time to share and
discuss what they do.
 Have teachers set meaningful goals in this area.
 Support the grand “team win” - we are all working together to create a school that is a
great place to work and attend. We are a team that is getting better every day (not a
group of individuals in competition who need to protect their egos from unfavorable
comparisons).
As we conceive the necessary areas of shift, it is useful to consider the operational implications
of our intentions. For example, we will certainly want to move away from negativity (i.e.,
punishments, shaming, nagging, put-downs, etc.) to move positive practices. But in practical
terms, the opposite of negativity is not so much positive reinforcement, as it is clarity. An
analogy can be helpful. Let’s imagine that we are searching in the dark for an apple tree
(struggling to learn and contribute), and we are given negative feedback related to how
inadequate we are and how we are not going in the right direction, it is understandably
demoralizing and unhelpful. But consider the alternatives. The positive equivalent might be to
provide encouragement and tell us we can do it, or promise a reward for finding the tree.
Another alternative might be to illuminate the scene with lights and point us toward the path to
the tree. In practice encouraging clarity and a clear path to the goal can be much more
empowering and ultimately effective than providing positive vs. negative feedback.
Creating the Conditions for Success
As a school our goal should be to shift away from being reactive toward proactively building the
conditions for what we want. It can be helpful in our process to ask ourselves aspirational
questions such as, “At our target location on the roadmap, what do people do differently? How
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do students feel? Why are they motivated? What do teachers focus on mostly? Conceiving our
desired set of conditions will encourage the quality of the thinking in the process and help keep
it out of the small and petty level (i.e., that won’t work because…, I tried that before and…, this
is working for me and I hear others are struggling with ___ that I don’t because I do ___, etc.).
Vision based conversation pulls us up, historical conversation keeps us in place.
In figure 11.x we examine some of the essential conditions that will be likely priorities in this
area of the effort, as well as some unhelpful elements that will limit our progress.
Figure 12.5 Essential Conditions, and Unhelpful Elements to Moving Up
Essential Conditions/What we need
Unhelpful Elements/What we don’t need
 A solid sense of social contract bonds among  3 and 4-Style teaching
all member of the school community.
 An excessive concern by adults with being
 A high level of skill in the technical and
respected and student obedience. Respect
mechanical classroom management practices
is earned and is not the point. The point is
required for simple levels of order and
whether the student is doing what they
function.
have committed to.
 A commonly accepted effective process for
 Clinging to clever, manipulative practices
dealing with extreme behavioral issues –
that get results in the short-term, but in the
understood and implemented by teachers,
long-term will limit our success.
supported by administration, and well
 The “it works” “or “that won’t work with
explained to students.
these students” mentalities. Everything
 Engaging instruction that makes misbehavior
works by definition. So the question is – is
unnecessary for meeting students’ basic
this practice creating more of the positive
needs or sense of power and competence.
qualities that I desire in the long-term
without unhealthy side effects?
 Active practices for promoting classroom and
school community, identity and pride.
 Frustration, disappointments and
resentment playing out as Xs’ in and out of
 A POS disposition within and among adults in
the classroom. Using strategies for paywhich they take ownership of their actions.
back, passive aggressiveness, and the like
 A POS disposition among students where
just magnifies the pain in the equation.
they have multiple opportunities to reflect on
how to become more self-directed, connected
to their peers, mature, and positive.
contributors to the collective.
 Nearly all personal energy exchanges are for
something positive and affirming. Problems
and conflicts are dealt with practically and
with well-established norms.

The process of shifting toward the conditions that characterize our desired destination and away
from limiting elements will be continuous and non-linear. As we have discussed, it may take
months or years for some of the adults in the building to recognize unhelpful nature of the
patterns of thought or practices that they were previously. And our progress personally and
collectively will always be more effective when we set our sight on becoming that vision of a
better self rather than putting too much energy into dwelling on who we don’t want to be. Our job
as leader is to make the need for the fear, mistrust, and need to control less necessary and so
everyone can be more open to positive growth.
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Practices/X’s that We Will Want to Add or Increase
The following list is a brief explanation of some of the X’s that we will want to expand and
cultivate. The list is ordered from most fundamental to more ambitious (See Ch. 11 and TCM for
a more complete explanation).
 Social Contract. The foundation of any classroom, school or society for that matter, will
be its social contract – what we can all expect from one another. If we are conceiving
this as rules and punishments, we are missing the point and its essential value. The
social contract is based in the agreements and commitments we make to one another.
Our job as a school is to make these agreements and commitments as explicit as
possible. The social contract is made real and meaningful in action. We learn what it is
by watching how adults talk and act, and what happens when students live up to and/or
violate their agreements. When we trust the social contract, we feel safe and like things
are right. When we don’t, we feel like we can’t trust adults and need to protect ourselves.
Here are a few ways to make your social contract more actualized.
o Have teachers and students create them together in class at the start of the year.
o Support teachers when students violate the social contract
o Use logical and related consequences for contract violations
o Focus on the positive nature of the contract – how we all benefit and how nice it
is to feel safe and trusting.
o Be consistent.
o Use behavioral contracts for students who struggle to make responsible choices
for whatever reason. Personal contracts help the student reflect on how they can
grow and hold themselves to agreements and goals they set for themselves.
o Use a maximum amount to student input in refining and revising the agreements
and policies that define the contract. It should be a democratic process – by the
students for the students.
 Expert Use of Strategies that Make Life Easy and Smooth. Our goal should be that
all personal energy exchanges are neutral or positive. Toxic energy makes classroom
management seem difficult. So simple practices like gaining attention should be easy
and free of all personal implications such as respect, compliance and obedience. The
experience of the emotional state of disappointment is mostly the result of poor technical
management skills. TCM (see also Ch 11) explains in detail how all classes can be
places where 100% attention, a culture of listening and respect, following directions,
smooth transitions and procedures are the norm. Most teachers in lower-middle function
school don’t realize how difficult they are making this aspect of the job until they practice
the effective strategies and realize that their job got much easier. When we can’t take
100% attention for granted it is difficult to expect more ambitious outcomes, but when we
can, creating a high functioning learning environment just got a lot more possible.
o Case Example. Maria is one of dozens of former students who had essentially
the same experience. She attended a graduate classroom management class
while in her first year of teaching. She started the term with a belief that getting
attention was a challenge and that some students were never going to be good
listeners and that was just part of the job. After she learned how to use effective
technical management and trust an expectation for 100% attention, she came to
me later in the course and said in so many words “I did not believe you at first,
but now I just expect 100% attention from my students, and I have 100%
attention.”
o Case Example. I see so many great examples of teachers who make technical
management something that is fun and positive (like a team practicing). I also
see so many teachers who struggle all day. The difference is that the effective
teachers a) see it as a practical challenge related to patterns of action and not
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something personal, b) they challenge the students to be great at it, c) they find
ways to make it fun (i.e., think “team wins”), d) when things are not to the group’s
standard, they have students practice it until it is to standard, and e) and they
focus on the emotion of pride in excellence rather than any disappointment for
lack of success.
Increased Use of Student Involvement and Ownership. Our movement up will be
directly related to our ratings on SCAI items related to student ownership and voice.
o Are students involved in creating the classroom agreements?
o Are students engaging in leadership roles in the classroom and school?
o Do you have a student leadership committee and program?
o Do students take ownership over solving their own problems?
o Is there a peer mediation and/or conflict resolution program at the school?
 Case example. I have spoken to and observed many 1st and second
grade classrooms (often in urban public schools) where the students were
integral to developing the social contract, run the practical operations of
the class, have systems in place to deal with conflict without the need for
the teacher. And when they have a substitute, the students are able to
self-manage the day without much direction. What is our excuse for this
not being the way it is at our school?
Expert Use of Expectation Clarifying language and Strategies. As discussed in Ch.
11 and TCM, few teachers in lower-middle function schools use precision in their
language intended to cultivate a clear classroom vision of quality. Techniques such as
positive recognitions, debriefing, clarifying questions, and other high quality practices are
powerful tools in support of this effort, and reduce the need for lower quality practices
such as reminders, warnings, negative recognitions, threats, disappointment, proximity
control, manipulative and comparative strategies.
High functioning Collectives and Team Wins. High functioning classrooms take a lot
of intention and practice. Effective teachers learn to help students recognize the impact
of their good choices. Simply asking students the question “Isn’t it nice when we can all
relax and learn and you can trust one another?” is a powerful way to help students
recognize a big team win – they are a functional group. But the more small team wins we
can structure and recognize the better. Winning breeds trust and liking and like and trust
breed winning (i.e., learning, collaboration, motivation, persistence, grit, etc.)
Assessing Process Systematically. (See Ch.11 and Shindler, 2009).

X’s to Reduce or a Keep to a Minimum
As we take stock of what we have and want at our school, it will be helpful to become
increasingly clear and specific about what will serve us and not serve us on our journey upward.
As discussed previously, it is best if this realization occurs organically and is internalized within
the individual adults at the school. But it will also be helpful for the school to systematically
endorse the growth of some practices and the reduction of others. We might think of the
practices to reduce as baggage that was perceived to be necessary in the past, but will need to
be released as we move forward. That baggage might be divided into two categories, a) things
most of us agree are not healthy, and b) things we might really like, but as we look at their
effects more closely, we see they have a substantially limiting effect on the growth of students,
classroom and the school as a whole.

TLR Ch 12: Moving up from Lower Quadrants rough draft v12-07-18 ©ASSC

p.12- 30

X’s to Reduce ASAP
 Negative recognitions. This is the strategy of pointing out what we don’t want to see in
class. If we develop effective skills for technical management, and commit to only using
strategies that promote clarity, we will find that we can lose the need for negative
recognitions. Observing classrooms where teachers do and don’t use this technique will
be all the motivation we need to recognize the impact it will have to make the change.
Assume about a third of your teachers will embrace the idea, a third will need a lot of
support, and a third will think the idea of giving them up is crazy. Start with the first two
groups.
 Personally Attacking, Pain-Based and Punitive Actions. The place to start is to help
those who are attracted to this form of discipline that it is not very effective (even if they
believe it is). Showing the whole staff the roadmap and pointing out that 4-Style
practices correlate to low function and achievement is helpful in encouraging this
realization. TCM includes an online chapter exploring moving up from 4-Style practice.
Questionable X’s For Which You Should Make an Informed Judgement
Many schools who seek improved student behavior are tempted to adopt programs that are
rooted in applied behavioral modification. These programs recommend a series of strategies
that are termed positive, but in essence are designed to create desirable and undesirable
external conditions that are intended to modify student behavior. When compared to the
practices listed above, they are an upgrade. But over time, they will have the effect of
discouraging student POS in the long-term. They will be attractive to many teachers and will be
sold as healthy and positive. But adopting them at your school will create a plateau to your
growth potential at about the 3.5/60%tile level (Shindler, 2018). If your school vision is defined
by compliance they will be a good fit, but if it is about healthy, empowered, POS, classroom
communities, they will be counterproductive. These practices are explained in more detail in Ch.
X and on the website transformativeclassroom.com. I will simply list them here.
 Extrinsic rewards. In the short-term promote wanted behavior. In the long-term
undermine student intrinsic motivation, shift focus from quality to the reward, create
reward addition.
 Colored-Card Charts. (See Shindler 2009 at TCM website). Public shame-based
systems. Erode relationships between teacher and student. Marginalize students and
promote poorer levels of classroom community. Actually encourage negative behavior.
 Manipulative Phrases and Praise. See TCM and Ch. 11 for a comparison of these
strategies to more healthy and effective alternatives. Example, “I like the way (student X)
is (acting appropriately)” – to modify Student Y. Incongruent communication that sends a
hostile message to student Y with the guise of being positive. Creates a classroom
climate of insecurity and mistrust.
 Proximity Control. Standing by students to intimidate them into being on task. This is a
lose-lose bargain. Students become dependent, teacher is forced to do this each time
they want compliance.
 Win-Lose Competitions. Competition can be healthy and fun. But it can also be a
source of pain, socially and emotionally destructive, and encourage dysfunctional
values. Healthier competitions are defined by a) essentially meaningless or no tangible
rewards (we do it for the fun of it, b) focus on the process and the team work (so how
you play is more important than who wins), c) teams are redistributed regularly, d)
results are not left to linger, we get on to the next thing.

TLR Ch 12: Moving up from Lower Quadrants rough draft v12-07-18 ©ASSC

p.12- 31

Other X’s to Support Your Movement Up the Pathway
In addition to encouraging higher quality instruction, assessment and classroom management w
will want to consider other X’s that will encourage our movement upward. As you examine your
school climate data and/or explore the reflection questions in Ch 10 related to the eight areas of
school, you will likely recognize places where new practices could benefit the cause. Schools
that make the most progress tend to be the most creative in this area and think out of the box.
Here are some ideas that you might consider.
 School Pride Promoting Activities. Class-class competitions for fun. Assemblies that
engage students in fun. Talent shows. Marketing and encouragement to attend Athletic
and Fine Arts events. Dress up days. Spirit posters.
 Student Work on the Walls. It is the students’ school. They want to see their own work
on the walls.
 Use of Social Media to Promote Successes and Events Calendar. Parents and
students want to see photos of events in which school members were involved.
 Intentional After-School Programs. Are your after school programs essentially child
care, or are they well thought out, engaging and aligned with the goals and mission of
the school?
 Student-Led Clubs and Gatherings. A great indicator of our movement up will be a)
the sense of empowerment students have in suggesting to leadership that a new club
would be a good idea, and b) the number and quality of those clubs.
 Support Groups. For some school, there is a perceived or as yet unrecognized need for
students within a sub-group at the school to meet, share their concerns and bond as a
community. Our job is to support it with staff, provide a stable location, and above all let
students know we have a willingness to make it happen.
 Physical Education is a Gold Mine of Possibilities. PE class can be a place where
students can learn powerful lessons that are not learnable in the classroom – how to
challenge various aspects of themselves, integrating mind, body, emotions, and
relationships, connections between effort commitment and results, and many others.
Conversely, it can also be a place where students learn to protect themselves from
shame, comparison, and boredom as they engage in activities that have little value to
their futures. A great PE program will be an invaluable asset to your schools process of
moving up, a poor one will keep in place a lot of the unwanted old DNA that you are
trying to replace in the classrooms. “I have been doing it this way for a long time” is not a
legitimate excuse for using practices that are not POS encouraging.
 Don’t Neglect your Athletics. For many students what will primarily define their
educational experience will take place on the field, in the gym or on a court. Do those
leading these teams and programs share the same commitment to human development,
growth focus, social and emotional development as we would expect from all adults in
the building? A list of things we should see and not see in the realm of athletics at the
school should be at least assumed if not explicitly developed in a meeting of all coaches
and coordinators. Proactive Coaching is an excellent resource in this area.
Conclusion
In this chapter we explored the essence of what is required for moving our school up the
roadmap from lower or middle locations on the roadmap. On a macro level that movement will
be facilitated by shifting references/R’s from lower to higher quality, and building the conditions
necessary for an eco-system out of which improvement can emerge. Conceiving the effort
within the lens of moving up the vertical axis of the roadmap will be useful. Encouraging the
qualities of trust, intention, capacity and coherence and efficiency will be valuable guiding
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principles. On a micro level, we will want to engage effective instructional leadership and vision
development to encourage the adults within the school to reflect upon and improve on their X’s
– expanding some, developing new skills for others and learning to reduce the use of others. In
the next chapter, we will examine the process of facilitating the movement of a school at a
middle location up and across (the horizontal axis) on the pathway to the higher realms of the
roadmap.
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Exercise A: Exploring myths that will limit our growth
As a faculty and staff explore the following assumptions or myths that are common in schools.
What is the source of these assumptions?
For each you are offered an alternate reality. Discuss the validity of these alternate (reality)
explanations.
What are the implications for your practice?
What are the implications for your school?
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 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.
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