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32. Coherence Progression Protocol (Continued)

Focusing Direction

Component Emerging Accelerating Mastering

Shared purpose 
drives action.

 • A stated purpose or 
focus for the 
organization exists in 
formal documents but 
is not widely shared 
and does not drive 
decisions. 

 • The stated purpose and 
focus are clearly 
articulated formally, and 
groups are beginning to 
articulate this focus in 
their work. The purpose 
and focus are beginning 
to drive decisions but 
not consistently.

 • The purpose and focus 
are clearly articulated 
and shared by all levels 
of the organization. 
There is strong 
commitment to the 
purpose and it drives 
decisions at all levels 
of the school or district. 

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

 • A small number of 
goals are stated but 
may be unclear, and 
there are a number of 
competing priorities.

 • The school or district 
may be feeling 
overload from too 
many initiatives or 
priorities. 
Fragmentation may be 
felt when the goals do 
not seem to be 
connected in a 
meaningful way. 

 • A small number of 
goals are stated and 
understood by some, 
but deep understanding 
and action is 
inconsistent across the 
school or district.

 • The goals drive some 
decisions but 
inconsistently.

 • There is a strategy to 
reduce the number of 
competing priorities 
and eliminate 
distractors.

 • A small number of 
goals clearly focused on 
improving learning are 
well articulated and 
implemented by leaders, 
teachers, and staff at all 
levels of the system.

 • Decisions are directly 
aligned to the stated 
goals.

 • A vigilant process is in 
place to remove 
distractors, base 
decisions on data, and 
remain consistent year 
to year.

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

 • The strategy for 
achieving the goals 
lacks clarity and 
precision. A few 
decision makers 
understand the strategy 
but is not widely 
understood at all 
levels.

 • A clear link between 
decisions on the 
allocation of resources 
and the priority goals 
is not evident.

 • The strategy for 
achieving the priority 
goals is stated but led 
by a small number of 
leaders.

 • Ongoing opportunities 
for interaction and 
engagement with doing 
the work are needed so 
that clarity and 
commitment are 
developed across the 
school or district.

 • Decisions and the 
allocation of resources 
are linked to priorities 
but not consistently.

 • The strategy for 
achieving the goals is 
well defined and can 
be clearly articulated 
by all educators at 
every level of the 
school or district.

 • Leaders recognize that 
it is more important to 
learn from doing the 
work and adjusting 
strategy than having a 
lengthy front end 
process.

 • Decisions and the 
allocation of resources 
are driven by the 
strategy and goals.
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Component Emerging Accelerating Mastering

Change 
knowledge is 
used to move the 
district forward.

 • Leaders see their role 
as managing the 
change process one 
interaction at a time. 
They rely on formal 
roles and structures.

 • Collaboration between 
and among leaders and 
teachers is limited to 
formal structures.

 • Deep trusting 
relationships are not 
consistent.

 • There is an effort to 
build internal capacity 
but a reliance on 
external experts and 
packaged solutions 
continues.

 • There are few or 
inconsistent structures 
and processes for 
building vertical and 
horizontal relationships 
and learning across the 
school or district.

 • Leaders are beginning 
to see their role as 
developing others and 
creating structures and 
processes for 
interaction. However 
opportunities to 
develop new leaders 
both formal and 
informal are not 
always evident.

 • Collaboration and trust 
are emerging within 
groups but are 
inconsistent across the 
school or district.

 • Capacity building is 
recognized as a lever 
for change and efforts 
to build the collective 
capacity of groups is 
emerging.

 • There are some 
structures and 
processes in place to 
foster relationships and 
learning vertically 
within schools/ 
districts and 
horizontally across 
roles within schools 
and districts.

 • Strong leadership with 
a bias for action exists 
at all levels of the 
school or district.

 • Leaders are 
intentionally developed 
at all levels.

 • A culture of 
collaboration with 
deep trust and risk 
taking has been 
fostered at all levels to 
promote innovation 
and shifts in practice.

 • Capacity building is a 
key lever for building 
confidence and 
competence and 
pervades the culture.

 • The culture uses the 
group to change the 
group by fostering 
strong vertical and 
horizontal relationships 
and learning 
opportunities. 
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32. Coherence Progression Protocol (Continued)

Cultivating Collaborative Cultures

Component Emerging Accelerating Mastering

A growth mind-set 
underlies the culture.

 • A comprehensive 
internal leadership 
development strategy 
is not in place. 
Leaders build their 
capacity individually 
through courses, 
workshops, and 
conferences and less 
frequently in 
collaboration with 
others.

 • There is a reliance 
on experts to “fix” 
the problem or for 
prepackaged 
solutions.

 • There is a reliance 
on external hires for 
leadership and key 
roles rather than a 
focus on building 
internal capacity.

 • An intentional 
strategy for 
developing internal 
leadership is 
emerging.

 • There is a 
commitment to move 
from individual 
development to 
collaborative 
learning.

 • Talent is being 
noticed and nurtured, 
but strategies may 
not yet be consistent 
across the entire 
school or district.

 • Capacity to lead 
internally driven 
solutions is growing.

 • The reliance on 
external hires, 
programs, or experts 
to “fix” the problem 
and prepackaged 
solutions is 
decreasing. 

 • Leaders possess a 
growth mind-set that 
builds capacity in 
themselves and 
others. A 
comprehensive 
strategy is in place to 
develop the next 
generation of leaders 
from within.

 • The organization 
views problems and 
challenges as an 
opportunity to grow 
capacity. They see 
internal expertise as 
the driver of solutions 
and innovation in 
policy and practice 
and have ways to 
identify and mobilize 
that talent.

 • Rich and diverse 
external resources 
are use as inputs to 
their internally 
driven solution-
finding processes. 

Leaders model learning 
themselves and shape a 
culture of learning.

 • Leaders support and 
send others to 
learning sessions but 
rarely participate as 
learners themselves.

 • Leaders are beginning 
to articulate learning 
as a priority but are 
unclear or inconsistent 
with the allocation of 
resources.

 • Leaders participate as 
lead learners and are 
beginning to make 
learning for everyone a 
priority at the district 
or school.

 • Leaders are beginning 
to identify and 
develop other leaders 
at all levels.

 • Leaders model 
learning by 
participating as 
learners and by leading 
robust capacity 
building in the school 
or district.

 • They make learning a 
priority and actively 
foster leadership at all 
levels.
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Component Emerging Accelerating Mastering

Leaders model learning 
themselves and shape a 
culture of learning.
(Continued)

 • Trust may be 
developing but is not 
consistent across the 
school or district.

 • The structures and 
processes that exist, 
such as PLCs and 
coaches, may not be 
well coordinated or 
targeted to the 
priorities.

 • Leaders are shaping 
the culture by 
developing trusting 
relationships, but 
these do not exist 
with all groups.

 • Structures and 
processes to support 
meaningful 
collaborative work are 
more common but are 
inconsistent across the 
school or district.

 • Leaders shape culture 
by building trust and 
relationships both 
vertically and 
horizontally.

 • Leaders create 
structures and 
processes for 
collaborative work 
and support cycles of 
learning and 
application.

 • They provide 
resources strategically 
to propel what 
matters.

Collective capacity 
building is fostered 
above individual 
development.

 • Professional learning 
opportunities exist but 
often focus on 
individual needs and 
are viewed as more of 
an event than a 
sustained process.

 • Inquiry practices are 
beginning to be used 
but inconsistently 
across the school or 
district.

 • The level of trust is 
growing, but there 
remain some topics 
that are avoided and 
an unwillingness to 
use sharing practices 
such as peer 
observation and 
feedback. 

 • A culture of learning 
and collaborative 
inquiry exists where 
teachers and leaders 
reflect on, review, and 
adjust their teaching 
and leadership 
practices.

 • Learning experiences 
are designed using 
effective practices that 
foster collaboration 
and application in 
role.

 • Trust is growing and 
practices are 
becoming more 
transparent, such as 
observation and 
feedback.

 • These practices are 
evident but not yet 
consistent at all levels 
of the school or 
district.

 • A powerful culture of 
learning pervades the 
school or district as 
“the way we do things 
here.”

 • Learning 
collaboratively is the 
norm. Strong trust 
exists and supports 
innovation and risk 
taking.

 • Learning 
opportunities are rich 
and diverse with an 
emphasis on 
collaborative learning. 
Opportunities to apply 
the learning in role 
are supported 
consistently.

 • Successes are 
celebrated and shared 
and challenges are 
seen as opportunities 
for deeper learning.
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Component Emerging Accelerating Mastering

Structures and processes 
support intentional 
collaborative work.

 • There are few 
resources such as 
coaches, mentors, or 
teacher leaders to 
support 
implementation.

 • These supports are 
not consistently 
available or focused.

 • Pockets of 
collaboration for 
learning exist, but it is 
not the norm.

 • Collaborative 
practices such as 
PLCs are not linked 
to data and use of 
learning goals for 
students.

 • Structures and 
processes exist to 
develop collaborative 
learning and 
collective capacity but 
are inconsistently 
used across the school 
or district.

 • Mechanisms such as 
coaches, networks, 
and communities of 
practice exist but are 
not yet focused, 
connected, or 
consistently used 
across the school or 
district. 

 • Professional learning 
models include 
structures and 
processes to foster 
collaborative learning 
that builds collective 
capacity.

 • “Learning from the 
work” involves cycles 
of application and 
collaborative inquiry 
within and across the 
school and district.

 • Mechanisms such as 
coaches, learning 
networks, and 
communities of 
practice consistently 
support horizontal and 
vertical development 
tied to goals. 

(Continued)
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32. Coherence Progression Protocol (Continued)

Deepening Learning

Component Emerging Accelerating Mastering

Learning 
goals are clear 
to everyone 
and drive 
instruction.

 • The learning goals for 
students are unclear or 
conflicting. For 
example, the 
relationship between 
core curriculum 
standards and deep 
learning competencies 
are unspecified.

 • Some goals to improve 
precision in pedagogy 
have been identified but 
are not clearly 
articulated or 
understood.

 • The strategy for 
improvement is unclear, 
implemented 
inconsistently, or 
underresourced.

 • Learning goals are being 
articulated, and the link 
between deep learning 
competencies and core 
curriculum standards is 
being made more visible.

 • A small number of goals 
to improve precision in 
pedagogy is clearly 
articulated.

 • A strategy for 
improvement is clear to 
leaders but not well 
understood at all levels or 
implemented with 
consistency.

 • Learning goals for 
deep learning 
competencies and 
requirements of core 
curriculum standards 
are clearly articulated 
and integrated.

 • A small number of 
goals to improve 
precision in pedagogy 
is clearly articulated.

 • A strategy for 
improvement is clear, 
well understood, and 
being implemented 
consistently and with 
impact. 

A set of 
effective 
pedagogical 
practices are 
known and 
used by all 
educators.

 • A comprehensive 
framework for learning 
that identifies goals and 
high-yield pedagogies is 
in the beginning stages 
of development but is 
not understood widely or 
used consistently to 
guide learning. 

 • A comprehensive 
framework for learning 
that identifies goals and 
high-yield pedagogies is 
articulated but is not yet 
consistently used across 
the school or district to 
design and assess 
effective learning 
experiences.

 • A strategy for fostering 
deep learning accelerated 
by digital is being 
developed.

 • A comprehensive 
framework for  
learning that  
identifies goals  
and high-yield 
pedagogies is 
understood by all and 
used consistently 
across the school or 
district to design and 
assess effective 
learning experiences.

 • A clear strategy for 
fostering deep learning 
accelerated by digital 
is being implemented 
in a culture of trust and 
risk taking.

(Continued)
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Component Emerging Accelerating Mastering

Robust 
processes 
such as 
collaborative 
inquiry and 
examining 
student work 
are used 
regularly 
to improve 
practice. 

 • The work of coaches, 
teacher leaders, and 
support personnel is left 
to the local unit and not 
explicitly tied to the 
learning goals or 
priorities.

 • Deep collaborative 
practices such as 
collaborative inquiry and 
protocols for examining 
student work may be 
used by some teachers or 
some schools, but there 
is no consistency of 
practice or support.

 • The school or district 
provides some resources 
and expertise for 
collaborative learning 
structures.

 • The work of coaches, 
teacher leaders, and 
support personnel is 
coordinated but not 
consistently across the 
school or district.

 • Deep collaborative 
practices such as 
collaborative inquiry and 
protocols for examining 
student work are being 
used with greater 
frequency but 
inconsistently across the 
school or district. 

 • The school or district 
provides resources and 
expertise for 
collaborative learning 
structures to thrive.

 • The work of coaches, 
teacher leaders, and 
support personnel is 
well coordinated by the 
school or district to 
maximize impact and 
achieve the student 
learning goals.

 • Deep collaborative 
practices such as 
collaborative inquiry 
and protocols for 
examining student 
work are used 
consistently across the 
school or district.

 • Collaborative inquiry 
is used to monitor 
progress in impacting 
learning at all levels. 
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32. Coherence Progression Protocol (Continued)

securing Accountability

Component Emerging Accelerating Mastering
Educators take 
responsibility 
for continuously 
improving results.

 • The school or district is 
beginning to shift from 
conditions of control 
and external 
accountability to 
increasing internal 
accountability by 
building capacity.

 • Mechanisms to build 
precision in pedagogy 
are beginning but not 
comprehensive.

 • Processes such as 
examination of student 
work and collaborative 
inquiry are used by 
some educators but not 
consistently in the 
school or district.

 • Structures and 
processes for using data 
to improve learning are 
used but not 
consistently.

 • The school or district 
intentionally develops 
conditions to increase 
internal accountability 
by building capacity.

 • Mechanisms to build 
capacity in pedagogy are 
used frequently but not 
consistently across the 
school or district.

 • Processes such as 
examination of student 
work and collaborative 
inquiry have been 
introduced but are not 
used consistently.

 • Structures and processes 
for using data to 
improve learning are in 
place but not yet used 
consistently at all levels.

 • The school or district 
develops conditions that 
maximize internal 
accountability by 
building capacity.

 • Mechanisms to build 
capacity of precision in 
pedagogy are 
comprehensive and used 
consistently.

 • Processes such as 
examination of student 
work and collaborative 
inquiry are used to 
ensure consistency of 
quality practices across 
the school or district.

 • Structures and processes 
for using data to 
improve learning are 
used consistently at all 
levels and monitored for 
impact.

Underperformance 
is an opportunity 
for growth, not 
blame.

 • Ongoing monitoring of 
the performance of the 
system, including direct 
intervention in cases of 
persistent 
underperformance, may 
be viewed as negative by 
the system.

 • Quick fix strategies, 
such as school closures, 
terminations, and 
external prepackaged 
solutions, are favored.

 • Ongoing monitoring of 
the performance of the 
system, including direct 
intervention in cases of 
persistent 
underperformance, is 
viewed as an 
opportunity for growth.

 • Interventions such as 
turnaround schools and 
performance appraisal 
systems are developed 
as a partnership to 
support improvement.

 • Ongoing monitoring of 
the performance of the 
system, including direct 
intervention in cases of 
persistent 
underperformance, is an 
opportunity for growth.

 • Performance processes 
are undertaken by 
respected peers and 
leaders and developed 
with teacher leaders so 
that the quality of 
teaching becomes a 
collective responsibility.

(Continued)
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Component Emerging Accelerating Mastering
Underperformance 
is an opportunity 
for growth, not 
blame.
(Continued)

 • Performance processes 
emphasize evaluation 
with little emphasis on 
strategies for building 
capacity.

 • Interventions, through 
programs such as 
turnaround schools, are 
seen as imposed and 
punishments.

 • Reliance on buying 
programs, solutions, 
and external experts is 
decreasing as internal 
capacity develops.

 • Interventions for 
underperforming 
schools are developed as 
a partnership and focus 
on capacity building, not 
buying short-term 
solutions.

External 
accountability is 
used transparently 
to benchmark 
progress.

 • Standards and 
expectations for 
learning, teaching, and 
leadership are 
becoming clearer but 
are not understood or 
shared by the schools or 
district.

 • A culture of 
competition, not 
collaboration, is 
evident.

 • The school or district 
overemphasizes 
negative strategies such 
as performance 
appraisal and public 
ranking of data as 
incentives for 
improving performance, 
rather than using 
capacity building as the 
driver for improvement.

 • Trust is not strong and 
intervention is viewed 
as negative. 

 • The school or district 
has established 
standards and 
expectations for 
learning, teaching, and 
leadership, but they 
may not yet be 
understood and used 
consistently.

 • The school or district is 
moving to use more 
capacity-building 
strategies such as 
viewing performance 
appraisal as a vehicle 
for growth rather than 
an evaluation.

 • Data are used more 
transparently and 
incorporates measures 
of organizational health 
as well as student 
performance, but the 
process may not yet be 
trusted by everyone or 
used consistently. 

 • The school or district 
establishes and promotes 
professional standards 
and practices, including 
performance appraisal.

 • Data are used 
transparently and with 
expertise to improve the 
learning process at all 
levels.

 • Measures of 
organizational health, 
student performance, and 
well-being are 
monitored. Indictors of 
organizational health 
include staff retention 
rates, leadership turnover 
rates, teacher 
absenteeism rates, 
number of crisis-related 
incidents, degree of 
collaboration, and levels 
of trust. Indicators of 
student performance and 
well-being include 
performance data as well 
as student sense of 
control over destiny and 
engagement in learning. 
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