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Monitoring 
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Each of the four
components
serves the other
three and must be 
addressed simultaneously 
and continually. Leadership both 
activates and connects the four 
components.
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Achieve remarkable and lasting 
success by focusing on the right 

things and staying with them.
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The cumulative effect 
of downplaying the 
wrong drivers and 

employing the right 
drivers in concert is 
greater clarity and 

cohesion.

Coherence represents
going into action with
the right drivers as the

foundation.
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Infographic 1 Coherence Making
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Infographic 2 Focusing Direction

Leaders must first 
understand their own moral

purpose and be able to 
combine personal values, 

persistence, emotional 
intelligence, and resilience.

Effective leaders foster moral purpose when 
they
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Securing
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LLLeadership

Build relationships with everyone, including 
those who disagree, are skeptical or even 
cynical

Listen and understand the perspective of others

Demonstrate respect for all

Create conditions to 
connect others 
around that 
purpose

The four-step approach to tackling 
the problem of “initiativitis”:

Cultivate
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Focus is not just a matter of
having uplifting goals.  It is a 
process involving initial and 

continuous engagement.

Build a Collaborative 
       Approach

Develop a Clear
     Strategy

Be Transparent
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The new process of change 
is a more organic process of 
diffusion and continuous learning.

The New 
Change 
Dynamic

Build Vertical and Lateral Capacity 
and Integration

Balance Push and Pull Strategies
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Developing new skills
(capacities), especially with

others, increases clarity and, in
turn, commitment.

Coherence becomes a function of 
the interplay between the growing 

explicitness of the idea and the 
change culture.
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Infographic 3 Cultivating Collaborative Cultures

Organizations that support learning, 
innovation, and action build a culture 

of growth.

Mind set mmMind-set mmMind-set matters.

Seek good ideas externally, but don’t 
rely on the external experts for 
solutions.

Leaders are wise to evaluate policy
and strategy decisions on the three 
dimensions of quality, commitment, 
and capacity.
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Collaborating is not just about
creating a place where people

feel good but rather about
cultivating the expertise of

everyone to be focused
on a collective purpose.
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Collaborating is not just about
creating a place where people

feel good but rather about
cultivating the expertise of

Lead learners build professional capital 
across their organizations by

Shaping
the culture

Modeling
learning

Maximizing
the focus

on learning
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The key to a capacity building approach 
lies in

Developing a common knowledge 
and skill base across all leaders and 
educators in the system

Focusing on a few goals

Sustaining an intense effort over 
multiple years

Capacity building is 
an approach, 
not a program.

Capacity building is 
an approach, 
not a program.

Effective change
processes shape and 

reshape good ideas as 
they build capacity and

ownership.

Deepening
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DeepeningDeepeningDeepening
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Collaborative work approaches must be
intentionally  designed and implemented 
to

To shift school, district,
or system practices, one needs
to have a strong learning design

and deep collaborative work.

- Incorporate whole systems
- Focus on learning
- Build capacity
- Have measurable impact
- Be flexible and dynamic
- Be sustainable
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Infographic 4 Deepening Learning

Instructional or pedagogical systems 
must include the development of at 
least the following four components:

Three strands of expertise that teachers 
need to weave together to support 
deeper learning:

Build a common language and 
knowledge base.
Identify proven pedagogical practices.
Build capacity.
Provide clear causal links to impact.
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We must shift to a deeper 
understanding of the process 
of learning and how we can 
influence it. This requires
knowledge-building 
partnerships
for everyone 
engaged.

Deep learning 
involves using
new knowledge
to solve real-life
problems and 
incorporate a
range of skills
and attributes.
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We must shift to a deeperWW
understanding of the process 
of learning and how we can 
influence it. This requires
knowledge-building 
partnerships
for everyone 
engaged.
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Accelerate the shift by building clarity 
of the new learning outcomes; 
developing precision in new pedagogies; 
and cultivating deep collaborative work.
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Infographic 5 Securing Accountability

Internal accountability is based on the 
notion that individuals and the group in 
which they work can transparently hold 

themselves responsible for their 
performance.

Internal accountability must precede 
external accountability if 
lasting improvement in 
student achievement 
is the goal.

Successful schools 
build a collaborative

culture that combines
individual responsibility,
collective expectations, 
and corrective action.

Internal accountability must precede
external accountability 
lasting improvement in
student achievement 
is the goal.
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if 
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The best approach for securing 
   accountability is to develop 
      conditions that maximize
           “internal accountability” and

reinforce internal 
accountability with 

external 
accountability.

Policy makers and other leaders 
should establish conditions for 
developing cultures of internal

accountability.

Individuals should develop 
collaborative work with peers 
and push upward for this work

 to be supported.
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Local leaders have to play their part in
establishing internal accountability and
in relating to the external accountability

system.

It is essential 
to engage 

the external policy 
and accountability 

sytem.

The best approach for securing 
   accountability is to develop 

   conditions that maximize
     “internal accountability” and

    reinforce internal
          accountability with

           external
          accountability.

LearningLLearningLearning

External AuthoritiesExternal Authorities

The 
Perspective
of Locals

The 
Perspective 
of Locals

The more that internal
accountability thrives, the

greater the responsiveness
to external requirements

and the less the
externals have to do.

Central authorities should focus their 
efforts on two interrelated activities:

1. Investing in internal accountability

2. Projecting and protecting the system

Successful systems 
establish strong degrees 
of internal accountability

that serve them well in the
external accountability arena.
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Infographic 6 Leading for Coherence

LLLeeadershipLeadership

There are many different ways to
proceed with the Coherence 
Framework, but remember to 
participate as a learner working 
alongside others to move 
the organization 
forward.
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It is essential 
to build a 
commonly 

owned approach.

Leaders influence the group,
but they also learn from it. Joint 

learning is what happens in 
effective change processes.

As you become stronger and stronger 
in practicing the Coherence Framework, 

you will get greater enthusiasm and 
greater results that will spur people

on to accomplish more.

Mastering our framework will enable 
you and your system to become much 
more effective and 
   much more likely 
        to become more 

sustainable.

Be a
coherence
maker in 

chaotic times!

Be a 
coherence 
maker in 

chaotic times!

There has never
been a more 

important time 
to be your own

leader.

There has never
been a more 

important time 
to be your own

leader.

One of the marks of an effective leader 
is not only the impact that they have on 
the bottom line of student achievement 
but also equally how many good leaders 
they leave behind.  

Establish a learning culture 
in which many people 

are expected to develop 
their leadership skills and 
help others do the same.

The organization should
develop a leadership 
framework and tools 
to systematically foster 
leadership in the system.  
This includes

Mentoring

Coaching

Feedback

Internships

Capacity building in 
key skill areas
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