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Introduction

A Book Study is a type of professional learning that 
can be included as part of an organization’s overall 
professional learning system. A Book Study is when 
professionals, such as educators, LEA staff, and SEA 
staff convene to talk about a book relevant to their 
work. Book Studies can be used by professional 
learning communities (PLCs), networked improvement 
communities (NICs), or other learning collaboratives. 
They are useful for developing expertise and improving 
teaching and learning, because new learnings can be 
immediately applied in the workplace. Book Studies 
incorporate many effective adult learning theory 
principles, including:

• The opportunity to examine and discuss a
professional topic selected by a cohort of peers

• Encouraging community dialogue on diverse
educational, leadership, and systems issues that
impact student achievement

• Maintaining staff interest in contemporary issues,
topics, programs, and theory

• The opportunity to constructively contribute to
identified areas of interest

• Offering a supportive environment for team members
to engage in job-embedded practices for personal
and professional growth

The text to be used in this Book Study is Coherence: 
The Right Drivers in Action for Schools, Districts, 
and Systems, written by Michael Fullan and Joanne 
Quinn (2016). The book is about turning overload 
and fragmentation into focus and direction through 
implementation of the Coherence Framework. The 

Coherence Framework has four components: focusing 
direction, cultivating collaborative cultures, deepening 
learning, and securing accountability. Each chapter goes 
deeply into each component and shows how the four 
elements intersect to form a dynamic whole, and how 
leadership at all levels is essential for integrating the 
core ideas. The audience for this book includes leaders 
at all levels of the education system — school and 
community, district and regional, and state.

Roles and responsibilities 
of Book Study participants

Participants in a Book Study seek transformation; they 
want to make what they study not only something 
they understand, but something they may use in their 
work. The study group thus acts as a bridge, helping 
people move from passive to active learning. The 
group’s dialogue revolves around getting to a better 
understanding of the issues presented, the applications 
of the material to personal and professional experiences, 
the implications for professional responsibilities/ 
roles, and individual reflection and commitment as the 
participants apply their learning to their lives and/or 
work. Participants have several key roles as part of the 
Book Study team (adapted from Fullan, et al., 2016):

• Represent a range of perspectives

• Share expertise

• Be transparent

• Participate fully

• Commit to change

PARTICIPANT’S GUIDE TO 

Professional Book Study

BOOK STUDY IN A BOX 

The National Center for Systemic Improvement (NCSI) has created this Participant Packet and 
accompanying materials to support state education agencies in undertaking a book study for 
the book Coherence: The Right Drivers in Action for Schools, Districts, and Systems, written by 
Michael Fullan and Joanne Quinn (2016, Corwin Press).

This document contains both information and form fields. To read 
information, use the Down Arrow from a form field.
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Purpose of the pre-session meeting

The pre-session meeting covers the logistics for the 
Book Study. These include establishing the frequency 
of and timing of the sessions, establishing meeting 
dates and a location, determining roles, establishing 
norms for working together, and specifying individual 
and team goals.

Preview of Book Study session format

Donohue and colleagues (1996) developed a framework 
for professionals to follow for an effective Book Study. 
Each week, members of the book study group read the 
chapter or chapters assigned before meeting. At the 
beginning of the book study session, time is allotted 
for members to discuss how they have applied the 
knowledge gained from previous chapters in their work. 
Then, each person is given the opportunity to discuss 
what they felt to be one of the most significant ideas 
from that week’s reading, why it stood out, and the 
connections they made with the text, either personally 
or professionally. Next, the group members reflect 
and discuss the implications of that week’s readings 

on their professional responsibilities or roles within 
the organization. In addition, time is provided for each 
person to journal their ideas about what they learned 
that day and what they will do differently based on this 
new knowledge. Finally, there will be an in-between-
session activity meant to reinforce the learning from 
that chapter. Members will have the opportunity at 
the beginning of the next session to reflect on the 
learning activity before diving into the content of the 
next chapter.

Tools to support participants’ learning

In this Participant Packet (PP), you will find the following 
tools to support your learning:

• Fillable Book Study meeting schedule

• Participant agenda

• Fillable session-by-session note-taking guides

• In-between-session activities to reinforce 
participant learning

• Group norming tool

BOOK STUDY MEETING SCHEDULE

Session Number and Chapter Date Time Location Facilitator

1: Coherence Making

2: Focusing Direction

3: Cultivating Collaborative 
Cultures

4: Deepening Learning

5: Securing Accountability

6: Leading for Coherence

7. Bringing It All Together
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PARTICIPANT AGENDA

Session Number Activity/Prompts

Pre-Session Purpose of the Session 

This session will mostly be used for planning, logistics, and preparation for the first session. 
It may not take a full hour.

Activities for Pre-Session

• Introduce the Participant Packet (PP).

• Identify the team support roles: Facilitator (if one has not already been selected for the 
group); a recorder, reflector, and timekeeper are optional.

• Establish meeting dates and decide how long the group will meet each session. This guide 
has been created for a 60-minute meeting.

• Determine where and how many times the Book Study will meet. This guide is based on 
seven meetings.

• Establish norms for working together (PP, p. 4-5).

• Develop individual and group goals for the Book Study (PP, p. 6).

Prepare for 
Session 1

Read Chapter 1: Coherence Making (pp. ix–16).

Use the What? So What? Now What? Protocol to summarize the content, 
think critically about the implications for your own professional experience, 
and consider actions to be taken (PP, p. 7).
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CREATING SYNERGY THROUGH GROUP NORMING1

 

Answer the questions below to jumpstart your thinking about 
useful team norms that will bolster collaboration and productivity.

List five behaviors you value in others during team meetings:

1)

 
 
2)

 
 
3)

 
 
4)

 
 
5)

List five behaviors that are counterproductive during team meetings:

1)

 
 
2)

 
 
3)

 
 
4)

 
 
5)

Now that you have considered the positive and negative behaviors 
that impact collaboration and productivity, you can begin to create your 
own norms by working through the categories on the next page.

1 Florida Professional Learning Tool Kits (n.d.). PLC Book Study Guide Appendix B
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What norms will govern meeting attendance? 

What norms will govern how we talk together?

What norms of attitudes and behaviors do we expect from team members?

What norms will we use for decision-making?

What other expectations do we have for team members?

 



PARTICIPANT’S  GUIDE TO PROFESSIONAL BOOK STUDY 6

PRE-SESSION INDIVIDUAL AND GROUP GOAL-SETTING ACTIVITY

INDIVIDUAL GOALS

GROUP GOALS

As a group, we are participating in this Book Study because:

Goal Statement: During this Book Study, we will:

Evidence of success includes:

I am participating in this Book Study because:

By the end of the Book Study, I hope to:
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WHAT? SO WHAT? NOW WHAT? PROTOCOL1

This is used to summarize content, to think critically about the implications, and to consider actions to be taken.

What? 

Synthesize the  
key concepts.

So What? 

What are the 
implications of  
these concepts?

Now What?

What should we  
do differently?

1 Copyright 2016 by Corwin. All rights reserved. Reprinted from The Taking Action Guide to Building Coherence in Schools, Districts, and Systems by 
Michael Fullan, Joanne Quinn, & Eleanor Adam. Thousand Oaks, CA. Reproduction authorized only for the local school site or nonprofit organization 
that has purchased this book.
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Session 1 
Agenda 

Chapter 1: 
Coherence 
Making

Purpose of the Session

To build awareness and understanding of the key concepts of coherence-making

Activities:

Insights (15 minutes)

• Prompt 1: What do you think were the most significant concepts and ideas from the text?

Ties to Professional Experience (15 minutes)

• Prompt 2: In your experience, what are some examples of the wrong drivers (punitive 
accountability, individualistic strategies, technology, and ad hoc policies) that have resulted 
in confusion and overload for you or your teams?

• Prompt 3: Which of the right drivers (focusing direction, cultivating collaborative 
relationships, deepening learning, and securing accountability) do you look forward to 
diving into in the next sessions? Why did you choose these drivers?

Implications for Professional Responsibilities/Roles (15 minutes)

• Prompt 4: “When large numbers of people have a deeply understood sense of what needs 
to be done . . . [and] see their part in achieving that purpose . . . coherence emerges and 
powerful things happen” (p. 2). What does this statement mean to you in your role within 
your organization and how you might use your learning to collaborate with others in 
meaningful work?

Now What? (5 minutes)

• Prompt 5: What will I do differently?

Preparation 
for Session 2

• Complete the Quote Walkabout Protocol Activity (PP, pp. 11-12).

• Read Chapter 2: Focusing Direction (pp. 17–45).
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Note-Taking Guide 

SESSION 1: COHERENCE MAKING

Purpose of the Session:

To build awareness and understanding of the key concepts of coherence

Insights

What do you think were the most significant concepts and ideas from the text?

Ties to Professional Experience (15 Minutes)

In your experience, what are some examples of the wrong drivers (punitive accountability, 
individualistic strategies, technology, and ad hoc policies) that have resulted in confusion and 
overload for you or your teams? 

•  Which of the right drivers (focusing direction, cultivating collaborative relationships, deepening learning,  
and securing accountability) do you look forward to diving into in the next sessions? Why did you choose  
these drivers? 
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Implications for Professional Responsibilities/Roles

“When large numbers of people have a deeply understood sense of what needs to be done . . . 
[and]see their part in achieving that purpose . . . coherence emerges and powerful things happen” 
(p. 2). What does this statement mean to you in your current role within your organization and how 
you might use your learning to collaborate with others on meaningful work?

Now What?

What will you do differently in your work after reading this chapter?

Preparation for Session 2

• Complete the Quote Walkabout Protocol Activity 1 (PP, pp. 11-12).

• Read Chapter 2: Focusing Direction (pp. 17–45).
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QUOTE WALKABOUT PROTOCOL 11

Read the quotes and select three quotes that resonate with you.

Record your ideas about the quotes on the organizer below.

“ There is only one way to achieve 
greater coherence, and that is through 
purposeful action and interaction, 
working on capacity, clarity, precision 
of practice, transparency, monitoring of 
progress, and continuous correction. All 
of this requires the right mix of ‘pressure 
and support’: the press for progress 
within supportive and focused cultures.” 
(p. 2)

“ Coherence making, in other words, is 
a continuous process of making and 
remaking meaning in your own mind and 
in your culture. Our framework shows you 
how to do this.” (p. 3)  

“ Effective change processes shape 
and reshape good ideas as they 
build capacity and ownership among 
participants. There are two components: 
the quality of the idea and the quality of 
the process.” (p. 14)

1 Copyright 2016 by Corwin. All rights reserved. Reprinted from The Taking Action Guide to Building Coherence in Schools, Districts, and Systems by 
Michael Fullan, Joanne Quinn, & Eleanor Adam. Thousand Oaks, CA. Reproduction authorized only for the local school site or nonprofit organization 
that has purchased this book.
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“ . . . [T]hese highly successful 
organizations learned from the success 
of others but never tried to imitate what 
others did. Instead, they did many of 
the right things, and they learned and 
adjusted as they proceeded.” (p. 15)

“ Most people would rather be challenged 
by change and helped to progress than 
be mired in frustration. Best of all, this 
work tackles ‘whole systems’ and uses 
the group to change the group. People 
know they are engaged in something 
beyond their narrow role. It is human 
nature to rise to a larger call if there is a 
way forward where they can play a role 
with others. Coherence making is the 
platform that does this.” (p. ix)

“ What we need is consistency of purpose, 
policy, and practice. Structure and 
strategy are not enough. The solution 
requires the individual and collective 
ability to build a shared meaning, 
capacity, and commitment to action. 
When large numbers of people have 
a deeply understood sense of what 
needs to be done—and see their part 
in achieving that purpose—coherence 
emerges and powerful things happen.” 
(p. 1)

“ Coherence pertains to people individually 
and especially collectively. To cut to 
the chase, coherence consists of the 
shared depth of understanding about 
the purpose and the nature of the work. 
Coherence then is what is in the minds 
and actions of people individually and 
especially collectively.” (pp. 1–2)
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Session 2 
Agenda 

Chapter 2: 
Focusing 
Direction

Purpose of the Session

To review the previous learnings, introduce the first right driver of the coherence framework 
(Focusing Direction), and examine each of the four elements: purpose-driven, goals that 
impact, clarity of strategy, and change leadership.

Activities:

Report Out (10 minutes)

Three or four people report out on the quotes from the Quote Walkabout Protocol 1 that 
resonated with them the most.

Insights (15 minutes)

• Prompt 1: What do you think were the most significant concepts and ideas from Chapter 2: 
Focusing Direction?

Ties to Professional Experience (15 minutes)

• Prompt 2: To what extent does your organization have “initiativitis”?

• Prompt 3: Which step of the four-step approach to tackling “initiativitis” (p. 21) would help 
your organization most (Be Transparent, Build a Collaborative Approach, Develop a Clear 
Strategy, or Cultivate Engagement)?

Implications for Professional Responsibilities/Roles (15 minutes)

• Prompt 4: To what extent is the fishbowl metaphor applicable to you in your current role in 
the organization? (pp. 27-28)

• Prompt 5: What implications does the concept of Lead from the Middle (p. 37) have for you?

Now What? (5 minutes)

• Prompt 6: What will I do differently?

Preparation 
for Session 3

• Complete the Quick Write Protocol (PP, p. 17).

• Read Chapter 3: Creating Collaborative Cultures (pp. 47–74).
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Note-Taking Guide 

SESSION 2: FOCUSING DIRECTION

Purpose of the Session:

To review the previous learnings and examine the first right driver of the coherence 
framework: Focusing Direction

Report Out

Quote Walkabout Protocol 1 

Insights

What do you think were the most significant concepts and ideas from  
Chapter 2: Focusing Direction?
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Ties to Professional Experience

To what extent does your organization have “initiativitis”? 

Which step of the four-step approach to tackling “initiativitis” (p. 21) would help your organization most? Why?

1) Be Transparent

2) Build a Collaborative Approach

3) Develop a Clear Strategy

4) Cultivate Engagement 
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Implications for Professional Responsibilities/Roles

To what extent is the fishbowl metaphor applicable (pp. 27-28) to you in your current role  
in the organization? 

What implications does the concept of Lead from the Middle (p. 37) have for you?

Now What?

What will you do differently in your work after reading this chapter? 

Preparation for Session 3

Complete the Quick Write Protocol (PP, pp. 17) Leaders need the ability to develop shared moral purpose and 
meaning with others as well as a clear strategy for attaining that purpose. Leaders must understand their own moral 
purpose before they can develop it in others. For the next session, use the Quick Write Protocol to identify your 
own moral purpose and come ready to share your learning for the next session

• Read Chapter 3: Cultivating Collaborative Cultures (pp. 47–74).
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QUICK WRITE PROTOCOL1

What is my moral purpose?

What actions do I take to realize this moral purpose?

How do I help others clarify their moral purpose?

Am I making progress in realizing my moral purpose for students?

1 Copyright 2016 by Corwin. All rights reserved. Reprinted from The Taking Action Guide to Building Coherence in Schools, Districts, and 
Systems by Michael Fullan, Joanne Quinn, & Eleanor Adam. Thousand Oaks, CA. Reproduction authorized only for the local school site or nonprofit 
organization that has purchased this book. 
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Session 3 
Agenda 

Chapter 3: 
Cultivating 
Collaborative 
Cultures

Purpose of the Session

To review the learnings from the last chapter, introduce the second right driver of the 
coherence framework (Cultivating Collaborative Cultures), and examine each of the four 
elements: culture of growth; learning leadership; capacity building; and collaborative work

Activities:

Report Out (10 minutes)

Three or four people report out on what they learned from using the Quick Write Protocol.

Insights (15 minutes)

• Prompt 1: What do you think were the most significant concepts and ideas from the text?

Ties to Professional Experience (15 minutes)

• Prompt 2: Is your organization’s culture more like the reality TV show The Voice (with 
an emphasis on mentorship, collective support, and collaboration) or Survivor (with an 
emphasis on competition and individual winners and losers) (pp. 49-50). Give one reason 
for your choice.

• Prompt 3: To what extent do you feel like your organization values and prioritizes collective 
staff capacity building? What kinds of internal capacity building opportunities are available in 
your organization?

• Prompt 4: What is one success story you can share of when members of your organization 
worked effectively together to achieve a goal? What were the factors that led to the group’s 
success? What type of internal capacity building supported your success?

Implications for Professional Responsibilities/Roles (15 minutes)

• Prompt 5: “People are motivated to change through meaningful work done in collaboration 
with others” (p. 60). What does this statement mean to you in your current role within your 
organization? Share an example of how you collaborate with others on meaningful work.

• Prompt 6: What could you do to increase your collaboration with others in your 
organization?

Now What? (5 minutes)

• Prompt 7: What will I do differently?

Preparation 
for Session 4

• Complete the Lead Learner Competencies Protocol (PP, p. 22).

• Read Chapter 4: Deepening Learning (pp. 77–107)
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Note-Taking Guide 

SESSION 3: CULTIVATING COLLABORATIVE CULTURES

Purpose of the Session:

To review the previous learnings and examine the second right driver of the coherence 
framework: Cultivating Collaborative Cultures

Report Out

Quick Write Protocol 

Insights

What do you think were the most significant concepts and ideas from  
Chapter 3: Cultivating Collaborative Cultures?
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Ties to Professional Experience

Is your organization’s culture more like the reality TV show The Voice (with an emphasis on 
mentorship, collective support, and collaboration) or Survivor (with an emphasis on competition and 
individual winners and losers) (pp. 49-50)? Give one reason for your choice. 

To what extent do you feel like your organization values and prioritizes collective staff capacity building? What 
kinds of internal capacity-building opportunities are available in your organization? What kinds of internal capacity-
building opportunities would you like to be available in your organization?

What is one success story you can share of when members of your organization worked together effectively to 
achieve a goal? What were the factors that led to the group’s success? What type of internal capacity building 
supported your success?
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Implications for Professional Responsibilities/Roles

“People are motivated to change through meaningful work done in collaboration with others.”  
What does this statement mean to you in your current role within your organization (p. 60)?  
Share an example of how you collaborate with others on meaningful work. 

What could you do to increase your collaboration with others in your organization? 

Now What?

What will you do differently in your work after reading this chapter? 

Preparation for Session 4

• Complete the Lead Learner Competencies Protocol (PP, p. 22). 

 » This protocol allows individuals to reflect on strengths by citing evidence and then identifying areas for 
growth. Complete this chart individually and reflect on your strengths and areas for growth.

• Read Chapter 4: Deepening Learning (pp. 77–107).
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LEAD LEARNER COMPETENCIES PROTOCOL1

Competencies Criteria Evidence

Modeling Learning • Participate as a learner.

• Lead capacity building.

• Make learning a priority.

• Foster leadership at all levels.

Shaping Culture • Build relational trust 
and relationships.

• Create structures and process 
for collaborative work.

• Support cycles of learning 
and application.

• Engage others in solving 
complex problems.

• Resource strategically.

Maximizing Learning • Focus on precision in learning 
and teaching.

• Establish a small number of goals.

• Create a clear strategy for 
achieving goals.

• Orchestrate the work for coaches 
and teacher leaders, and support 
personnel around student learning.

• Monitor impact on learning through 
collaborative inquiry.

1 Copyright 2016 by Corwin. All rights reserved. Reprinted from The Taking Action Guide to Building Coherence in Schools, Districts, and 
Systems by Michael Fullan, Joanne Quinn, & Eleanor Adam. Thousand Oaks, CA. Reproduction authorized only for the local school site or nonprofit 
organization that has purchased this book. 
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Session 4 
Agenda 

Chapter 4: 
Deepening 
Learning

Purpose of the Session

To review the learning from the last chapter, introduce the third right driver of the coherence 
framework (Deepening Learning) and examine each of the three elements: clarity of learning 
goals, precision in pedagogy and shifting practices through capacity building.

Activities:

Report Out (10 minutes)

Three or four people report out on what they learned from using the Lead Learner 
Competencies Protocol.

Insights (15 minutes)

• Prompt 1: What do you think were the most significant concepts and ideas from the text?

Ties to Professional Experience (15 minutes)

• Prompt 2: Consider each of the three elements of deepening learning: clarity of learning 
goals; precision in pedagogy; and shifting practices through capacity building. Which area 
or areas are you involved with in your work?

• Prompt 3: Think about a young person you know and care about. As you think about this 
person, consider this question: “What do I want them to know, be able to do, and be like 
when they leave school? What can I do in my work to help them?”

Implications for Professional Responsibilities/Roles (15 minutes)

• Prompt 4: What levers are available to you and/or your organization to help teachers, school 
leaders, and districts to deepen learning? Consider professional development, technical 
assistance systems, evaluation/certification systems, monitoring, and evidence-based 
practices.

• Prompt 5: The third strand of deepening learning is leveraging the digital world to amplify, 
accelerate, and facilitate student learning. To what extent is this important in your work?

Now What? (5 minutes)

• Prompt 6: What will I do differently?

Preparation 
for Session 5

• Complete the 6Cs Protocol (PP, p. 27).

• Read Chapter 5: Securing Accountability (pp. 109–125)
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Note-Taking Guide 

SESSION 4: DEEPENING LEARNING

Purpose of the Session:

To review the previous learnings and examine the third right driver of the Coherence 
Framework: Deepening Learning

Report Out

Lead Learner Competencies Protocol 

Insights

What do you think were the most significant concepts and ideas from  
Chapter 4: Deepening Learning?



PARTICIPANT’S  GUIDE TO PROFESSIONAL BOOK STUDY 25

Ties to Professional Experience

Consider each of the three elements of deepening learning: clarity of learning goals, precision in 
pedagogy, and shifting practices through capacity building. Which area or areas are you involved 
with in your work?

Think about a young person you know and care about. As you think about this person, consider this question: 
“What do you want them to know, be able to do, and be like when they leave school?” Record your answers below. 
Turn to a colleague and share one attribute you would like to see in this young person and what you can do in your 
work to support attainment of that attribute.  
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Implications for Professional Responsibilities/Roles

What levers are available to you and/or your organization to help teachers, school leaders,  
and districts to deepen learning? Consider professional development and technical assistance 
systems, teacher evaluation/certification systems, fiscal and program monitoring, and policy  
and practice guidance.

The third strand of deepening learning is leveraging the digital world as a means to amplify, accelerate, and 
facilitate student learning. To what extent is this important in your work?

Now What?

What will you do differently in your work after reading this chapter? 

Preparation for Session 5

• Complete the 6Cs Protocol (PP, p. 27).

• Read Chapter 5: Securing Accountability (pp. 109–125).
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6CS PROTOCOL1

Review the descriptors of the six deep learning competencies on the next page. Each participant is 
responsible for one competency. Participants provide examples of how the competency is addressed 
in their state content standards.

Competency State Content Standard

1 Copyright 2016 by Corwin. All rights reserved. Reprinted from The Taking Action Guide to Building Coherence 
in Schools, Districts, and Systems by Michael Fullan, Joanne Quinn, & Eleanor Adam. Thousand Oaks, CA. 
Reproduction authorized only for the local school site or nonprofit organization that has purchased this book. 
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6CS PROTOCOL2 DESCRIPTORS

Communication

• Coherent communication using a range of modes

• Communication designed for different audiences

• Substantive, multimodal communication

• Reflection on and use of the process of learning to 
improve communication

Creativity

• Economic and social entrepreneurialism

• Asking the right inquiry questions

• Considering and pursuing novel ideas and solutions

• Leadership for action

Critical Thinking

• Evaluating information and arguments

• Making connections and identifying patterns

• Problem-solving

• Meaningful knowledge construction

• Experimenting, reflecting, and taking action on ideas 
in the real world

Character

• Learning to learn

• Grit, tenacity, perseverance, and resilience

• Self-regulation and responsibility

• Empathy for and contributing to the safety and 
benefit of others

Collaboration

• Working interdependently as a team

• Interpersonal and team-related skills

• Social, emotional, and intercultural skills

• Management of team dynamics and challenges

Citizenship

• A global perspective

• Understanding of diverse values and worldviews

• Genuine interest in human and environmental 
sustainability

• Solving ambiguous, complex, and authentic problems

2 Copyright 2016 by Corwin. All rights reserved. Reprinted from The Taking Action Guide to Building Coherence in Schools, Districts, and 
Systems by Michael Fullan, Joanne Quinn, & Eleanor Adam. Thousand Oaks, CA. Reproduction authorized only for the local school site or nonprofit 
organization that has purchased this book. 
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Session 5 
Agenda 

Chapter 5: 
Securing 
Accountability

Purpose of the Session

To review the learning from the last chapter, introduce the fourth right driver of the coherence 
framework (Securing Accountability), examine each of the two elements: internal and external 
accountability, and understand the importance of securing internal accountability through 
capacity building.

 
Activities:

Report Out (10 minutes)

Three or four people report out on what they learned from using the 6Cs Protocol with their 
own state content standards.

Insights (15 minutes)

• Prompt 1: What do you think were the most significant concepts and ideas from the text?

Ties to Professional Experience (15 minutes)

• Prompt 2: How would you distinguish between internal and external accountability in your 
organization?

• Prompt 3: What strategies does your organization use to build internal accountability?

Implications for Professional Responsibilities/Roles (15 minutes)

• Prompt 4: What can you do to develop internal accountability for the work you and others 
do in your organization?

• Prompt 5: To whom do you think you and your organization should be accountable? 
How could external accountability be used to support continuous improvement in your 
organization?

Now What? (5 minutes)

• Prompt 6: What will I do differently?

Preparation 
for Session 6

• Complete the Quote Walkabout Protocol 2 (PP, pp. 33-34).

• Read Chapter 6: Leading for Coherence (pp. 127–137)
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Note-Taking Guide 

SESSION 5: SECURING ACCOUNTABILITY

Purpose of the Session:

To review the previous learnings and examine the fourth right driver of the Coherence 
Framework: Securing Accountability

Report Out

Three or four people report out on what they learned from using the 6Cs Protocol with their  
own state content standards.  

Insights

What do you think were the most significant concepts and ideas from  
Chapter 5: Securing Accountability?
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Ties to Professional Experience

How would you distinguish between internal and external accountability in your organization?

What strategies does your organization use to build internal accountability?
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Implications for Professional Responsibilities/Roles

What can you do to develop internal accountability for the work you and others do in your 
organization? 

To whom do you think you and your organization should be accountable? How could external accountability  
be used to support continuous improvement in your organization? 

Now What?

What will you do differently in your work after reading this chapter? 

Preparation for Session 6

• Complete the Quote Walkabout Protocol 2 (PP, pp. 33-34).

• Read Chapter 6: Leading for Coherence (pp. 127–137).
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QUOTE WALKABOUT PROTOCOL 21

Read the quotes and select two quotes that resonate with you.

Record your ideas about the quotes on the organizer below.

“ The argument is this: If you want effective 
accountability, you need to develop conditions 
that maximize internal accountability—
conditions that increase the likelihood that 
people will be accountable to themselves and 
to the group. Second, you need to frame and 
reinforce internal accountability with external 
accountability—standards, expectations, 
transparent data, and selective interventions” 
(p. 109). 

“ Simply stated, accountability is taking 
responsibility for one’s actions. Constantly 
improving and refining instructional practice 
so that students can engage in deep learning 
tasks is perhaps the single most important 
responsibility of the teaching profession and 
educational systems as a whole. Internal 
accountability occurs when individuals and 
groups willingly take on personal, professional, 
and collective responsibility for continuous 
improvement and success for all students” 
(p.110).

“ External accountability is when system leaders 
reassure the public through transparency, 
monitoring, and selective intervention that 
their system is performing in-line with societal 
expectations and requirements. The priority 
for policy-makers, we argue, should be to 
lead with creating the conditions for internal 
accountability because they are more effective 
in achieving greater overall accountability, 
including external accountability” (p. 111).
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“ The external accountability role of the system 
includes: 1) Establishing and promoting 
professional standards and practices, including 
performance appraisal, undertaken by 
professionally respected peers and leaders in 
teams wherever possible and developing the 
expertise of teachers and teacher leaders so 
that they can undertake these responsibilities.

2) Ongoing monitoring of the performance of 
the system, including direct intervention with 
schools and districts in cases of persistent 
underperformance.

3) Insisting on reciprocal accountability that 
manages ‘up’ as well as ‘down’ so that 
systems are held accountable for providing 
the resources and supports that are essential 
to enable schools and teachers to fulfill 
expectations.

4) Adopting and applying indicators of 
organizational health as a context for 
individual teacher and leader performance, 
such as staff retention rates, leadership 
turnover rates, teacher absenteeism levels, 
number of crisis-related incidents, and so on, 
in addition to outcome indicators of student 
performance and well-being” (p. 120).

1 Copyright 2016 by Corwin. All rights reserved. Reprinted from the Taking Action Guide to Building Coherence in schools, districts and systems by 
Michael Fullan, Joanne Quinn, & Eleanor Adam. Thousand Oaks, CA. Reproduction authorized only for the local school site or nonprofit organization 
that has purchased this book. 
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Session 6 
Agenda 

Chapter 6: 
Leading for 
Coherence

Purpose of the Session

To review the learning from the last chapter and deepen understanding of the importance of 
formal and informal leadership at all levels of the organization.

 
Activities:

Report Out (10 minutes)

Participants report out on how they responded to the Quote Walkabout Protocol 2 activity on 
securing accountability.

Insights (15 minutes)

• Prompt 1: What do you think were the most significant concepts and ideas from the text?

Ties to Professional Experience (15 minutes)

• Prompt 2: What informal and formal leadership development opportunities are there in your 
organization? Share an instance when you received or provided mentorship to someone 
else in your organization.

Implications of the Book Study for 
Professional Responsibilities/Roles (15 minutes)

• Effective Leadership Pair and Share Activity

 
Now What?

• What will I do differently in the next 6 months?

Preparation 
for Session 7

• Review and complete (as much as you can) the Coherence Framework Assessment 
Protocol. You will share your draft protocol and complete it during the next session 
(PP, p. 39).

• Think about what type of evidence supports your assessment of your organization’s 
degree of coherence.
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Note-Taking Guide 

SESSION 6: LEADING FOR COHERENCE

Purpose of the Session:

To review the previous learnings and deepen understanding of the importance of leadership at all 
levels. This includes formal and informal leadership.

Report Out

Quote Walkabout Protocol 2  

Insights

What do you think were the most significant concepts and ideas from  
Chapter 6: Leading for Coherence?



PARTICIPANT’S  GUIDE TO PROFESSIONAL BOOK STUDY 37

Ties to Professional Experience

Prompt 2: What informal and formal leadership development opportunities exist in your 
organization? Share an instance when you received or provided mentorship to someone else in 
your organization. Participants take turns to discuss the prompt. 
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Implications for Professional Responsibilities/Roles

Effective Leadership Pair and Share Activity
Each participant takes 5 minutes to read the three quotes (p.134) about developing leaders at all 
levels and selects the one that most closely resonates with their experience. Participants record 
their reflections on the advanced organizer below. Participants take 10 minutes to share their 
reflections with a colleague and compare choices and reflections.

“ One of the marks of an effective leader is not only the impact they have on the bottom line of student 
achievement, but also equally how many good leaders they leave behind. Thus, effective leaders choose, mentor, 
and otherwise develop other leaders.”

“ Effective leaders develop teams of leaders and, consequently, if they are successful, become more dispensable to 
their organizations because they have developed a cadre of other leaders who can carry on and go deeper.”

“ If an individual leader is dominant, they leave a vacuum when they depart. Even if they are successful, their impact 
is superficial because too much depends on them as individuals. The goal is to make yourself dispensable as a 
leader so you and your organization can go on to further progress.”     

Now What?

Prompt 3: “Others are waiting to join. Be the connector who activates them; connect locally, 
regionally, and beyond. Make a difference by being a coherence-maker in chaotic times” (p.137).

 What actions will you take in the next 6 months to engage in coherence-making in your  
professional role? 

Preparation for Session 7

• Review and complete as well as you can the Coherence Assessment Protocol (PP, p. 39). Provide evidence 
supporting your assessment of your organization’s degree of coherence.
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COHERENCE FRAMEWORK ASSESSMENT PROTOCOL1

Review and complete the Coherence Framework Assessment Protocol as far as you can. You will share your draft 
protocol and complete it during Session 7. Think about what type of evidence supports your assessment of your 
organization’s degree of coherence.

Component Criteria Evidence

Focusing Direction • Shared purpose drives action.

• A small number of goals tied to 
student learning drives decisions.

• A clear strategy for achieving the 
goals is known by all.

• Change knowledge is used to 
move the organization forward.

Cultivating Collaborative 
Cultures

• A growth mindset underlies the 
culture.

• Leaders model learning 
themselves and shape a culture 
of learning.

• Collective capacity building 
is fostered above individual 
development.

• Structures and processes support 
intentional collaborative work.

Deepening Learning • Learning goals are clear to 
everyone and drive the supports 
provided to local systems.

• The use of a set of effective 
pedagogical practices is 
encouraged, supported, and 
monitored in local systems.

• The use of robust processes 
(collaborative inquiry, etc.) is 
encouraged, supported, and 
monitored in local school systems.

Securing Accountability • Professionals take responsibility 
for continuously improving results.

• Underperformance is an 
opportunity for growth, not blame.

• External accountability is used 
transparently to benchmark 
progress.

1 Copyright 2016 by Corwin. All rights reserved. Reprinted from The Taking Action Guide to Building Coherence in Schools, Districts, and Systems by 
Michael Fullan, Joanne Quinn, & Eleanor Adam. Thousand Oaks, CA. Reproduction authorized only for the local school site or nonprofit organization 
that has purchased this book. 
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Session 7 
Agenda 

Bringing It 
All Together

Purpose of the Session

To review the coherence framework assessment protocol and assess the extent to which the 
group members individually and collectively met their goals during the Book Study.

For each of the four drivers, attendees spend 12 minutes describing their assessment of 
coherence in their organization and the evidence they identified to support this view.

• Focusing direction

• Cultivating collaborative cultures

• Deepening learning

• Securing accountability

Now What? (15 minutes)

Remember that coherence is never finished because people come and go, new ideas come 
along, and the environment changes. Coherence comes from ideas and action.

• To what extent did each participant achieve their goals (PP, p.6)?

• To what extent did the group attain its goal statement (PP, p.6)?

• What are the next steps you could take individually and collectively to increase coherence 
in the organization?
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Note-Taking Guide 

SESSION 7: BRINGING IT ALL TOGETHER

Purpose of the Session:

To assess and provide evidence of the amount of coherence in your organization.

Focusing Direction

• Shared purpose drives action.

• A small number of goals tied to student learning drives decisions.

• A clear strategy for achieving the goals is known by all.

• Change knowledge is used to move the organization forward.

Types of Evidence

Cultivating Collaborative Cultures

• A growth mindset underlies the culture.

• Leaders model learning themselves and shape a culture of learning.

• Collective capacity building is fostered above individual development.

• Structures and processes support intentional collaborative work.

Types of Evidence
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Deepening Learning

• Learning goals are clear to everyone and drive the supports provided to local systems.

• The use of a set of effective pedagogical practices is encouraged, supported, and monitored in local systems.

• The use of robust processes (collaborative inquiry, etc.) is encouraged, supported, and monitored in local school 
systems.

Types of Evidence

Securing Accountability

• Professionals take responsibility for continuously improving results.

• Underperformance is an opportunity for growth, not blame.

• External accountability is used transparently to benchmark progress.

Types of Evidence 

Now What?

• To what extent did you achieve your goals (PP, p.6)?

• To what extent did the group/team achieve its purpose (PP, p.6)?

• Remember that coherence is never finished because people come and go, new ideas come along, and the 
environment changes. Coherence comes from ideas and action. What is one word that describes how you are 
feeling about coherence making?

• Consider the following questions: What are the next steps you could take individually and collectively to 
increase coherence? What are areas of strength and what are opportunities for growth within the organization? 
What are the next steps you could take to achieve greater focus?
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ABOUT THIS RESOURCE
The content of this document was developed by the National Center for Systemic Improvement (NCSI) under a grant 
from the US Department of Education, #H326R190001. However, those contents do not necessarily represent the 
policy of the US Department of Education, and you should not assume endorsement by the Federal Government. 
Project Officer: Perry Williams (November 2021)

WestEd is the lead organization for NCSI. For more information about the work of WestEd, NCSI, and their partners, 
please visit www.ncsi.wested.org and www.wested.org.
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