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The Coherence Framework

Michael Fullan and Joanne Quinn (2015)



Four Disciplines of Systems Leadership

A strategic focus increases performance in areas most critical for 
current and future success.

 Clarity of district goals and school priorities for student learning

 Commitment for developing collective expertise

 Collaborative inquiry that deepens student learning

 Shared accountability for continuous improvement

Whirlwind
urgent activities of daily 

work that act on you

Strategic Focus
important and new 

activities that you act on



What student 

skills and 

behaviors 

defines the 

focus of our 

work?

Which school 

practices and 

supports will 

have the most 

impact on 

developing 

student skills 

and behaviors?

How should 

teacher teams 

be supported  

to engage in 

collaborative 

inquiry focused 

on improving 

teaching and 

learning? 

How should 

principals and 

teacher leaders 

be supported to 

engage in 

monthly cycles  

for improving 

school-wide 

supports?

How should 

district leaders 

and principals 

engage in 

quarterly cycles 

that focus on 

problems of 

practice

Action Planning Template
A Guide for Continuous Improvement of Practices



Strategic district goals and school 
priorities focus on the root causes of 

student inequity and underperformance

**Preparing All Students for College, Career, Life, and Leadership in The 21st Century; CDE (2016)



CA SBE Approved Accountability Model

LCFF 
Priority

Indicators
All Student Performance

Status Change

4
ELA Assessment (K-8) High Improved Significantly

Math Assessment (K-8) High Improved

4 English Learner Proficiency Intermediate Maintained

5 Graduation Rate (9-12) Low Improved

5 Chronic Absenteeism (K-8) Very Low Maintained

6 Suspension Rate & Local Climate Survey Low Maintained

7, 8 College & Career Readiness High Improved Significantly

1
Basics (Teachers, Instructional Materials, 

Facilities)
Met

2 Implementation of Academic Standards Not Met for One Year

3 Parent Engagement Met



Academic Indicator – Distance from Level 3

7

Level

Declined 

Significantly

by more than 10 

points

Declined

by 1 to 10 

points

Maintained

Declined  by less 

than 1 point or

Improved by less 

than 5 points

Increased

by 5 to less 

than 15 points

Increased 

Significantly

by 15 points or 

more

Very High
35 or more points 

above

7

(0.1%)

Yellow

65

(0.9%)

Green

112

(1.6%)

Blue

330

(4.6%)

Blue

155

(2.2%)

Blue

High
5 below to less than 

35 points above

24

(0.3%)

Orange

130

(1.8%)

Yellow

255

(3.6%)

Green

491

(6.9%)

Green

369

(5.2%)

Blue

Medium
More than 5 points 

below to 25 points 

below

29

(0.4%)

Orange

131

(1.8%)

Orange

171

(2.4%)

Yellow

353

(4.9%)

Green

260

(3.6%)

Green

Low
More than 25 points 

below to 95 points 

below

276

(3.9%)

Red

737

(10.3%)

Orange

908

(12.7%)

Yellow

1,257

(17.6%)

Yellow

664

(9.3%)

Yellow

Very Low
More than 95 points 

below

94

(1.3%)

Red

127

(1.8%)

Red

84

(1.2%)

Red

97

(1.4%)

Orange

29

(0.4%)

Yellow





What is the root cause of student skill deficiency?



District Metrics - System of Continuous Improvement

What is the relationship between district, school and classroom?



John Hattie: Collaborative Expertise (2015)

The aim of schooling is for every student to gain at least a year’s worth of learning 
for a year’s input.  The research points to a 36% variation in learning across schools 
within a district, whereas there is a 64% variation in learning within each school.

The greatest influence on student progression in learning is having highly expert, 
inspired and passionate teachers and school leaders working together to maximize 
the effect of their teaching on all students in their care.

There is a major role for school leaders: to harness the expertise in their schools and 
to lead successful transformations.

There is also a role for the system: to provide the support, time and resources for 
this to happen.

Putting all three of these (teachers, leaders, system) together gets at the heart of 
collaborative expertise. 

The focus of collaboration needs to be on the evidence of impact, common 
understandings of what impact means, the evidence and ways to know about the 
magnitude of this impact, and how the impact is shared across many groups of 
students.



District 
Leadership

Principal 
Leadership

Teacher 
Teams

School 
Leadership 

Team

Student 
Learning

Vision, Goals and Outcomes
Leadership, Teaching & Learning Supports

Student Achievement Priorities
Support, Monitoring and Feedback

School Action Plan
Collaborative Leadership

Instructional Supports
Personalized Instruction

Evidence of Learning
Skills and Behaviors
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District Leadership

Guides coherence making 
with a compelling aspiration, 

a few goals and common 
outcomes that informs 
district-wide systems of 
support for leadership, 

teaching and student learning 

Education Services

Focuses on student equity 
and achievement gaps by 
developing the collective 

expertise of principals and 
teacher leaders to engage in    

collaborative cycles of inquiry 
that deepen student learning

Principal Leadership

Focuses improvement efforts 
on student learning priorities 
by cultivating collaborative 
cultures, developing school-
wide instructional capacity 

and monitoring visible 
evidence of student learning

School Leadership Team

Collaboratively defines the 
focus of school improvement 
efforts and monitors progress 

to guide the professional 
learning of teacher teams and 
continuous improvement of 
student skills and behaviors  

Teacher Teams

Instructional Design

Collaboratively plans student 
learning progressions with 
instructional supports that 

gradually release students to 
successfully complete 

rigorous and complex tasks

Assessment of Learning

Engages in collaborative 
inquiry of student learning 

through student work 
analysis, interpretation          

of student data and 
participation in learning 

rounds to focus and target 
student support systems

Creating Coherence to Build Capacity                                       
for Sustainability of Improvement Efforts

What is the relationship between district, school and classroom?



DISTRICT LEADERSHIP TEAM

Vision, Goals and Outcomes

Teaching & Learning Supports

SCHOOL TEACHER TEAMS

Instructional Supports

Personalized Instruction

PRINCIPAL LEADERSHIP

Student Achievement Priorities

Support, Monitoring & Feedback

SCHOOL LEADERSHIP TEAM

School Action Plan

Collaborative Leadership

Creating Coherence to Build Capacity                                       
for Sustainability of Improvement Efforts
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STUDENTS

Evidence of Learning

Skills and Behaviors



Higher Order 
Thinking Skills

Students gradually released to complete DOK 3 & 4 level tasks that require:
• use of analysis, evaluation, logic, reasoning, problem solving and justifying
• transfer of learning to new contexts via planning and creativity

Close and     
Analytic Reading

Students read/observe with a clear purpose and prompt that requires:
• annotation, source-dependent questions, multiple readings and notetaking
• evidence-based conversations and completion of a writing-to-learn task

Communicate          
using Precise

Academic Language

Students speak and write precisely using academic language that requires:
• effective use of content and domain specific vocabulary
• productive discourse connected to prompts, starters, frames and scaffolds
• conveying understanding, sharing ideas and critiquing the reasoning of others

Structured
Collaborative
Conversations

Students effectively work in pairs or groups in a clearly defined task that requires:
• accountability for roles, responsibilities and completion of task steps/process
• structured academic discourse to critique and justify using evidence

Evidence-based                   
Arguments

Students develop claims, conjectures and hypotheses that require:
• analyzing information and applying reasoning to justify with evidence
• constructing, applying and justifying mathematical/scientific models

Evidence-based 
Writing

Students clearly communicate through a range of writing that requires:
• short responses and process writing (prewrite, draft, revise, edit and publish)
• responding to narrative, informational and argumentative prompts
• justifying opinions, reasoning and solutions with evidence

Visible Evidence of Student Learning

©2011-2016 InnovateEd



DISTRICT LEADERSHIP TEAM

Vision, Goals and Outcomes

Teaching & Learning Supports

SCHOOL TEACHER TEAMS

Instructional Supports

Personalized Instruction

PRINCIPAL LEADERSHIP

Student Achievement Priorities

Support, Monitoring & Feedback

SCHOOL LEADERSHIP TEAM

School Action Plan

Collaborative Leadership

Developing Collective Expertise to                                    
Deepen Learning through Cycles of Inquiry

©2016-2017 InnovateEd



What is the relationship between district, school and classroom?



District Leadership Principal Leadership
School

Leadership Teams
Teacher Teams

Analyze

Set a few goals and 
outcomes to create       
a strategic focus for 

student learning 

Focus school 
improvement        

efforts on student 
learning priorities

Clarify root causes of 
student inequity and 
underperformance

Define gaps in     
student academic   

skills and behaviors 

Design

Create systems             
of support for     

leadership, teaching 
and student learning

Cultivate a 
collaborative        

culture focused on 
visible evidence of         
student learning

Define student    
success indicators and 
evidence of learning to 

guide school-wide 
instructional supports

Create learning 
progressions that 
gradually release 

students to       
complete rigorous     
and complex tasks

Implement

Develop collective 
expertise of principals 
and teachers leaders 

through job-embedded 
professional learning

Provide time,  
resources and supports 
to engage teachers in 

developing school-
wide instructional 

capacity

Guide professional 
learning of teacher 

teams and continuous 
improvement of 
student learning

Engage students            
in learning cycles      
with personalized 

instruction for mastery 
of skills and concepts

Refine

Engage school     
leaders in problems of 
practice to collectively 
improve teaching and 

learning supports

Review progress of 
improvement efforts 

with teacher leaders to 
improve school-wide 

support systems

Improve capacity         
of teacher teams           
to collaboratively       
plan instruction      

using evidence of 
student learning

Monitor evidence of 
student learning to 

collaboratively 
improve student tasks 

and instructional 
supports



Establishing a culture of shared accountability requires that leaders 
establish processes that drive continuous improvement.

Three essential steps:

1. School leadership team creates an Implementation Plan.
 Clarify focus, outcomes, actions and supports

2. Engage in weekly PLC and monthly SLT Check-Ins.
 Adjust actions/supports to improve the impact on learning

3. Conduct Quarterly Review of progress.
 Refine school action steps by reviewing successes and barriers

Culture of Shared Accountability



DISTRICT LEADERSHIP TEAM

Vision, Goals and Outcomes

Teaching & Learning Supports

SCHOOL TEACHER TEAMS

Instructional Supports

Personalized Instruction

PRINCIPAL LEADERSHIP

Student Achievement Priorities

Support, Monitoring & Feedback

SCHOOL LEADERSHIP TEAM

School Action Plan

Collaborative Leadership

©2012-2016 InnovateEd

Developing Collective Expertise to                      
Deepen Learning through Cycles of Inquiry


