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“Significant school transformation will require more than changes in structure--the policies, programs, and procedures of a school.  Substantive and lasting change ultimately requires a transformation of culture – the beliefs, assumptions, expectations, and habits that constitute the norm for people throughout the organization.”

- DuFour, DuFour, and Eaker

1. What is a system’s culture?
· Every organization, or system, has a “culture”, that when examined carefully can reveal much about the organization and the way it thinks and operates
· On the macro-level, the educational system, in general, has a culture and on the micro-level, districts, and even schools, maintain their own, distinctive culture
· “Culture” is defined as the predominating attitudes and behaviors that characterize the functioning of a group or organization
· The prevailing culture of any educational system can strongly influence the level of the system’s productivity and success
2. How is teaching a cultural activity? (Stiggins and Heibert)
· Cultural activities are represented in cultural scripts, generalized knowledge about an event that resides in the head of the participants.  These scripts guide behavior and also tell participants what to expect.  Within a culture, these scripts are widely shared, and therefore they are hard to see

· Cultural scripts are learned implicitly, through observation and participation, and not by deliberate study.  This differentiates cultural activities from other activities
· People within a culture share a mental picture of what teaching is like – this mental picture is a script
· Researcher, Dan Lortie, developed a concept called “The Apprenticeship of Observation” which states that each teacher comes to their position with a set of experiences and ideas related to teaching based upon their experiences as a student.  Teachers, as students, watch and learn their own teachers over time, and develop their own concept of what constitutes good and effective teaching (as well as bad or ineffective teaching).  Wider contexts of schooling are also observed and internalized.  In each person’s apprenticeship (only from the perspective of “student”), day after day is spent shaping their beliefs and assumptions, then adopting these models in their own classrooms, without much scrutiny or critical examination.
· Cultural Activities become highly stable systems over time, and they are not easily changed.  Teaching systems are composed of elements that interact and reinforce one another.  In a system, all the features reinforce each other and if one feature is changed, the system will rush to “repair the damage”. 
· What often happens when new reforms or initiatives are introduced to the teaching/educational culture?
· A mixing of new scripts with pre-existing scripts

· Students not used to new scripts

· Changes don’t often reach the lesson delivery/teacher practice level

· They are part of a “quick fix” mentality

· The context for change is often missing
· Sustainable improvements can be made if we treat teaching like a cultural activity, becoming aware of the scripts we are using
· Comparing scripts

· Seeing that other scripts are possible

· Noticing things about our scripts that we had never noticed before

· Realizing that scripts come as a result of choices we make and that other choices can be made if we desire to make them
3. Why does the educational system need a culture change?
· Teacher expectations for students are varied.  “Expectations” are defined as “inferences that teachers make about the present and future academic achievement and general classroom behavior of their students”
· The literature indicates that teacher expectations affect student achievement primarily in two ways: first, teachers teach more material more effectively and enthusiastically to students for whom they have high expectations; and second, teachers respond more favorably to students from whom high expectations are held – in a host of often subtle ways that seem to boost students’ expectations for themselves

· Converging evidence supports the hard fact that what individual teachers do in the classroom has a significant impact on student learning (Sanders; Haycock; Marzano)

· Regardless of the research basis, it is clear that effective teachers have a profound impact on student achievement and ineffective teachers do not.  In fact, ineffective teachers might actually impede the learning of their students (Marzano)
· If we want our school improvement efforts to have a significant impact on student learning, we should focus those efforts on the factors that significantly impact learning (DuFour)
· Although we typically contend that it is our mission to “ensure all students learn,” our practices are frequently not aligned with that purpose, and we have proven reluctant to change them (DuFour)
· A number of  studies have indicated that the combination of a highly effective teacher teaching in a highly effective school, over consecutive years, can yield student results in the highest percentiles on standardized tests.  The extreme opposite is true for ineffective teachers teaching in ineffective schools
· While individual effective teachers make a difference, getting every teacher to a similar level of effectiveness is imperative. Developing the skills and knowledge of individual teachers is important, but insufficient.  Effective leaders focus on developing the culture and the capacity of the organization.  Individual growth does not ensure organizational growth (DuFour)

· If the goal is to get all kids to learn what they must learn each year of their education, then every student must be given an excellent teacher in an excellent school every year of instruction – it will take a change in culture to create that level of efficiency, effectiveness, and equal access for all
4. How does a system change it’s culture?
· Behaviors within the organization can be changed through external or internally authoritative mandates
· Attitudes can only be changed from within the organization; predominant beliefs, assumptions, and expectations within an organization cannot be mandated for change, but can be shifted over time
· Structural or technical change can be initiated by a district or school;  Structural change does play a role in shaping some of the behaviors of those in the organization
· Structural change can happen immediately while undergoing improvements; Cultural change happens over time; both require close attention
· Structural changes include such items as curriculum implementation, academic pacing calendars, use of content specific assessments, data analysis procedures, professional development, teacher collaboration time, changes in scheduling (personnel, students), student interventions, hiring a coach, instituting common practices such as instructional pedagogy, aspects of room environment, etc. 
· Misconceptions about structural change:

· Structural changes will lead to higher levels of learning (it’s like rearranging the deck chairs on the Titanic)

· Structural changes make up for poor instruction and unprofessionalism

· Structural changes will “fix” kids or “fix” schools, which are broken
· “‘Doing’ isn’t enough.  Simply ‘doing’ implies a recipe approach to school improvement – a dash of collaboration, a pinch of best practice, add a little collective inquiry, bake a couple of years until you hear about a new recipe.” (DuFour, DuFour, and Eaker)
· Cultural changes amount to a change in beliefs, assumptions, expectations and thinking habits of each stakeholder in the organization, every stakeholders role in the learning process, and the purpose/use of structural elements within the system
· Structural Change that is not supported by cultural change will eventually be overwhelmed by the culture, for it is in the culture that any organization finds meaning and stability.” (Schlechty)
· We can behave our way into new beliefs; there is a large literature demonstrating that attitudes follow behavior; People accept new beliefs as a result of changing their behavior (Pfeffer and Sutton) 

· Structural changes are easier to see and to evidence; cultural changes are harder to see, because they are so implicit and take longer to implement

· Both structural and cultural changes must be addressed simultaneously within the organization; Structural changes, in and of themselves, are not enough to bring a school site to capacity and to sustain the improvement efforts over time and into the future
· Structural changes provide the means under which barriers can be overcome and true progress can be made; Cultural change allows the structural elements to be used to their optimal purpose and intention, leading to success
5. How are sustained organizational improvements made?
· Only the organizations that have a passion for learning will have an enduring influence (Covey)
· Every enterprise has to become a learning institution and a teaching institution.  Organizations that build in continuous learning in jobs will dominate the twenty-first century (Drucker)
· The most successful corporation of the future will be a learning organization (Senge)
· Preferred organizations will be learning organizations…It has been said that people who stop learning stop living.  This is true of organizations (Handy)

· A new problem of change…is what would it take to make the educational system a learning organization – expert at dealing with change as a normal part of its work, not just in relation to the latest policy, but as a way of life (Fullan)

· Schools should be restructured to become genuine learning organizations for both students and teachers; organizations that respect learning, honor teaching, and teach for understanding (Darling-Hammond)

· We have come to realize over the years that the development of a learning community of educators is itself a major cultural change that will spawn many others (Joyce & Showers)

· If schools want to enhance their organizational capacity to boost student learning, they should work on building a professional community that is characterized by shared purpose, collaborative activity, and collective responsibility among staff (Newmann & Wehlage)

· When schools attempt significant reform, efforts to form a schoolwide professional community are critical (Louis, Kruse, & Raywid)

· It is assumed that improvement in teaching is a collective rather than individual enterprise, and that analysis, evaluation, and experimentation in concert with colleagues are conditions under which teachers improve (Rosenholtz)

· Some of the most important forms of professional learning and problem solving occur in group settings within schools and school districts.  Organized groups provide the social interaction that often deepens learning and the interpersonal support and synergy necessary for creatively solving the complex problems of teaching and learning (Standards for Staff Development, 2001)

· “Ultimately there are two kinds of schools: learning enriched schools and learning impoverished schools.  I have yet to see a school where the learning curves…of the adults were steep upward and those of the students were not.  Teachers and students go hand in hand as learners…or they do not go at all.”     Roland Barth
6. What are the indicators of a schoolwide professional community of learners? (DuFour and Eaker)
· There is a shared mission (why an organization exists), vision (what the organization wishes to be/to achieve/or be known for) and values (what the organization believes and commits to)
· All professionals at the site have shared understandings and common values

· There is a collective commitment to guiding principles that articulate what the people in the school believe and what they see to create

· The guiding principles are not just articulated by those in leadership positions, but more importantly, are embedded in the hearts and minds of people throughout the school 

· There is an emphasis on collective inquiry

· The community is relentless in questioning the status quo, seeking new or better methods, testing those methods, and then reflecting on the results

· There is an acute sense of curiosity and openness to new possibilities and time is spent finding answers

· The “team learning wheel” is evident among collaborators (Ross, Smith, and Roberts)

1. Public Reflection – all members of the team discuss their assumptions and beliefs and challenge each other gently but relentlessly

2. Shared Meaning – the team arrives at common ground and shared insights

3. Joint Planning – the team designs action steps and tests their shared insights
4. Coordinated Action - the entire team carries out the action plan, whether jointly or independently

· the team analyzes the results of its actions and repeats the four-step cycle


· Collective inquiry enables team members to develop new skills and capabilities which in turn lead to new experiences and awareness.  Heightened awareness is assimilated into fundamental shifts in attitudes and beliefs
· The ability to examine and modify beliefs enables team members to view the world differently and make significant changes in the culture of the organization
· There are collaborative teams that share a common purpose

· Individual growth, while important and essential, does not guarantee organizational growth.  Building a school’s capacity to learn is a collaborative rather than an individual task
· Collaborative teams that learn from one another create momentum that fuels continued improvements  
· Team learning is not the same as team building (courteous protocols, improved communication, building relationships, improved routines, etc.).  Team learning refers to organizational renewal and a willingness to work together toward continuous improvement
· There is a clear orientation to action and experimentation
· Aspirations are turned into actions and vision is turned into reality
· There is an intolerance of inaction and a recognition that learning always occurs in a context of taking action
· Collective engagement and experience are the most effective ways to learn 
· Even seemingly chaotic activity is preferred to orderly, passive inaction
· An important corollary of action orientation is the willingness to develop, test, and evaluate a hypothesis – experiment
· Experimentation is within the bounds of the scientifically-based research and the organization’s goals
· Failure is deemed part of the learning process and supports “trying again” with greater insight and intelligence
· There is a focus on continuous improvement

· There is a persistent discomfort with the status quo and a constant search for a better way
· Each member of the organization engages with several key questions:
1. What is our fundamental purpose?
2. What do we hope to achieve?
3. What are our strategies for becoming better?
4. What criteria will we use to assess our improvement efforts?
· Continuous improvement is marked by innovation that becomes a day-to-day way of doing business forever, not just tasks to accomplish or projects to complete
· Mission and vision are always something to be recognized, worked toward and celebrated
· There is a clear results orientation among all

· Everyone within the system realizes that all efforts made within the organization must be assessed on the basis of results rather than intentions 

· Initiatives are subject to ongoing assessment on the basis of tangible results – emphasizing purposeful improvement
· The people of the organization take ownership of the results they get and make every effort to duplicate the results in a sustainable fashion
· All of these elements are not only applied in a successful organization, but they are believed passionately by each individual and stakeholder group 
7. What are the cultural shifts take place in successful or effective schools?
· From an emphasis on what was taught to a fixation on what students learn

· From coverage of content to a demonstration of proficiency
· From using assessment to see who passed or failed to using assessment to prepare more appropriate instruction
· From having the data to owning the data

· From focusing on average scores to focusing on each individual student’s proficiency in every essential skill

· From teacher isolation and individualism to teacher collaboration and coherence
· From privatization of practice to shared/coherent practice

· From collaboration on matters unassociated with student achievement to collaboration explicitly focused on issues and questions that most impact student achievement

· From one-shot or individual professional development to ongoing or collective professional development

· From short-term exposure to multiple concepts and practices to sustained commitment to limited, focused initiatives 

· From “some kids will get it, some kids won’t” to “all kids will get it, whatever it takes”

· From “these are my kids, those are your kids” to “these are our kids”

· From “I teach it and they have to learn it” to “We collectively are responsible to make sure they learn it”

· From “Kids do what they can.  Some make it and some don’t” to “Never give up.  We’re going to fill the cracks a lot of them have been falling through”

· From a focus on intervention to a focus on prevention
· From completion-related goals to learning-evidence goals

· From a single charismatic leader to widely dispersed leadership

· From teachers as followers to teachers as leaders
· From coach as expert to coach as facilitator of experts  

· From principals as managers and evaluators to principals as instructional leaders AND lead learners
8. How do leaders impact cultural growth?
· Leaders must be able and willing to involve others and elicit their participation, because tasks are too complex and information too widely distributed for leaders to solve problems on their own.  They must be willing and able to share power, to permit and encourage leadership to flourish throughout the organization (Schein)
· No one individual is ever able to develop the right vision, communicate it to large numbers of people, eliminate all obstacles, generate short-term wins, lead and manage dozens of change projects, and anchor new approaches deep in an organization’s culture (Kotter)
· Honor the history of the school, celebrate strengths, confront the brutal facts, and describe the school you seek to become (DuFour, DuFour, and Eaker)
· Engage site faculty in a process that results in the articulation of the staff’s core values and commitments
· Assess your school’s response when kids don’t learn and what they are prepared to do to help them learn it
· Provide clear direction - Promote, protect, and defend the mission, vision, and values/commitments; they must be well known and well publicized
· Closely consider the role of each individual within the framework of the vision – role definition leads to responsibility which leads to accountability
· Communicate core values/commitments and reinforce them through celebration
· Beliefs, values, assumptions, and commitments are communicated in many ways.  The most important are through:
1. Planning 

· Developing detailed plans is an important way values get translated into action

· Plans are the leaders way of demonstrating a commitment to the institutionalization of the values that are central to a culture of excellence
2.  Modeling 
· the way leaders “advertise” their personal values and the central values around which the organization operates
· Ask: Do we model the behavior we expect from others?  Is our day-to-day behavior congruent with the values we profess? 
3. Monitoring/Confronting/Asking important questions
· Monitoring means paying attention and leaders monitor what they value most
· Nothing reduces a leader’s credibility more than the unwillingness to address an obvious problem 
4. Celebrating
5. Allocating varied resources 
· Seek to build momentum and maintain focus on key priorities
· Remember that disjointed starts and stops involving too many discrete and disconnected initiatives seldom make a significant or long-term impact.  “Tinkering” with change only yields the impression that everyone is busy and creates the illusion of motion.  
· Draw the staff’s attention back to the big picture…the “why” question.  The “why” question almost always puts kids and their learning at the heart of the school
· Effective school cultures don’t simply encourage individuals to go off and do whatever they want, but rather establish clear parameters and priorities that enable individuals to work within established boundaries in a creative and autonomous way.  They are characterized by directed empowerment or a culture of discipline with an ethic of entrepreneurship (DuFour) 
· Develop more leaders:
· Create a guiding coalition (to help set and communicate vision and goals)
· Designate team leaders (careful selection, training, and incentives)
· Promote situational leadership (opportunities to utilize ever person’s assets for varied purposes)
· Utilize task forces (an ad hoc approach to issues that crop up in the process of change)
· Broadening teacher leadership until it becomes the norm is the sine qua non of educational reform (Fullan)
· “Leadership has nothing to do with position.  It is a process, not a place.  The most pernicious myth of all is that leadership is reserved for only a few of us.  It is far healthier and more productive for us to start with the assumption that is possible for everyone to lead.  Leaders must seek to bring out the best in others, to develop the talents of others.” (Kouzes & Posner)
· Leaders are needed to :
· Have the will to act

· Have the courage to act

· Have the persistence to keep on acting

9. How do leaders deal with resisters?

· People persist when they are given no clear reason to change
· People persist when they do not trust the person who tells them to change
· People persist when they view the alternative as more frightening

· To change may mean admitting failure (Maclean)

· Why reform and culture change is so difficult:

· Teachers need more knowledge or guidance in order to alter their practice
· Teachers hold beliefs and values that differ from reformers’ and that justify their current practices

· Teachers have dispositions that interfere with their ability to implement reforms

· The circumstance of teaching prevent teachers from altering their practices

· Keys to responding to Resisters:

· Assume good intentions

· Identify specific behaviors essential to the success of the initiative

· Focus on behavior not attitude.  Monitor behavior.
· Acknowledge and celebrate small victories

· Confront incongruent behavior and specific concerns and communicate logical consequences
· It is not true that most people want to do just enough to “get by”, doing as little as possible.  In fact, most people want to be challenged if they believe the purpose is worthwhile.
· Consider the 7 Ways to Change Someone’s Mind (Gardiner)
· Reason.  Appealing to rational thinking and decision-making.

· Research.  Building shared knowledge of the research base supporting a position.

· Resonance.  Connecting to the person’s intuition so that the proposal “feels right”.

· Representational Re-descriptions.  Changing the way the information is presented (e.g. using stories/analogies instead of data).

· Resources and Reward.  Providing people with incentives to embrace an idea.

· Real World Events.  Presenting real-world examples where the idea has been applied successfully.

· Resistances (Confrontation).  Do it because I said so…Do it because you have to…
· A common failing of leaders at all levels is the failure to be emphatically assertive when necessary.  Abilities to persuade, build consensus, and utilize all the other arts of influence are important – but they don’t always do the job.  Sometimes it simply comes down to using the power of one’s position to get people to act (Goleman).
9. What is the process an organization goes through to   

    create a successful and sustainable culture?

· A culture is built and sustained when there is foundational knowledge that is shared and understood by all of the system’s stakeholders
· Knowledge leads to a common set of beliefs and attitudes about what is to be accomplished and how it is to be accomplished
· Belief gives way to clear-headed and purposeful decision-making that supports the system in realizing its vision
· Decisions, when made consistently, intentionally, strategically, and in alignment with knowledge and beliefs, create a path to effective habits over time
· Habits start to become automatic and unchallenged (“the way we have always done it”) but they do not become stagnant, as they are reflected upon and refined.  This leads the system to a permanent cultural shift
· Culture change within a district or school, when finally attained, is built to capacity and is sustained without fail, thus impacting perpetual student achievement
       
[image: image3.emf]    
“When people begin to act, people begin to hope.  When people begin to gain hope, they begin to behave differently.  When people behave differently they experience success.  When people experience success their attitudes change.  When a person’s attitude changes, it affects other peoples’.  This is the essence of reculturing schools…”  

- DuFour, DuFour, & Eaker  















- D. DeMille, 2004
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