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Starting a Movement 
How a Guiding Coalition Leads From the Front 

Four Things Effective PLC Leaders Do:  

1. Be clear about your primary purpose.

2. Disperse leadership throughout the school.

3. Employ a system of reciprocal accountability.

4. Create a culture that is simultaneously loose and tight.

1. Be clear about your primary purpose.

Starting a movement begins with standing for something. 

If what your school or district stands for could be summed up in one declaration, what would that 
declaration be? 

Collective responsibility in a PLC exists when two conditions are examined, clarified, and 
adopted as the foundation for the shared mission of your school:  

1. We believe that all kids can learn at high levels.

2. We make the collective commitment to ensure learning occurs for every student.

2. Disperse Leadership throughout the school.

The guiding coalition: Starting a movement is not a solo act. 

“The leader of the future will master the art of forming teams …. Future leaders will have to 
master teamwork … and work with and through others because no one person can master all the 
divergent sources of information necessary to make good decisions.”  

—Ulrich, “The Leader of the Future: Credibility x Capability,” 
in Hesselbein, Goldsmith, & Beckhard (Eds.), The Leader of the Future (1996) 

How a Guiding Coalition Leads From the Front
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What is the purpose or role of a guiding coalition, in your own words?

The purpose or role of a guiding coalition clarified: 

List some important characteristics of the guiding coalition: 

How do guiding coalitions differ from traditional leadership teams? 
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The Six Leadership Team Competencies 

These competencies are the focus when developing members of the guiding coalition or leadership 
team at your school. Review each of the competencies and their characteristics. Use them as the lens 
to evaluate the strengths of each staff member being considered for the leadership team. 

1. Challenges the status quo

2. Builds trust through clear communications and expectations

3. Creates a commonly owned plan for success

4. Focuses on team over self

5. Has a high sense of urgency for change and sustainable results in improving student
achievement

6. Commits to continuous improvement

Leadership Is Influence

E. F. Hutton Influencers 

Who are the E. F. Huttons (influencers) on your staff? Consider people who meet these criteria: 

 They are smart.

 They tend to be open to new ideas.

 They are both socially connected and respected.

 When they talk, people listen.

 When they act, people follow.

 No one adopts new practices until the opinion leader does.

E. F. Hutton Assessment 

Complete the activity below. Who are the E. F. Huttons (influencer) staff members who come to 

mind immediately? This quick brainstorm is a good place to start.   

1. When __________________________ talks, people listen.

2. When __________________________ talks, people listen.

3. When __________________________ talks, people listen.

4. When __________________________ talks, people listen.
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Differences Between a Working Group 
and a Guiding Coalition 

Traditional Leadership Team Guiding Coalition 

Strong, clearly focused leader 

Individual accountability 

The group’s purpose is the same as 
the broader organizational mission 

Individual work products 

Efficient meetings 

Effectiveness measured indirectly by its influence 
on others (e.g., test scores) 

Process for accomplishing goals is discussion, 
decision, and delegation 

Members are primarily there to represent 
their job-alike stakeholder group 

(Adapted from Kirtman, Leadership and Teams:  
The Missing Piece of the Educational Reform Puzzle, 2013, p.35) 
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Competencies of Guiding Coalition Members 
 
Competency defined: 
 

 

 
The Six Leadership Competencies  
 

Kirtman’s work on competencies for leaders is based on his research on more than 300 school 
districts and 1,000 educational leaders. The competencies represent observations of effective 
leaders and the results of data analysis on more than 600 educational leaders on a series of reliable 
leadership inventories.  
 
These competencies are the focused when developing members of the guiding coalition or 
leadership team at your school. Review each of the competencies and their characteristics. Use 
them as the lens to evaluate the strengths of each staff member being considered for the 
leadership team.  
 
The Six Leadership Team Competencies  

These competencies are the focused when developing members of the guiding coalition or 
leadership team at your school. Review each of the competencies and their characteristics. Use 
them as the lens to evaluate the strengths of each staff member being considered for the 
leadership team. 

 
1. Challenges the status quo 
 
2. Builds trust through clear communications and expectations 
 
3. Creates a commonly owned plan for success 
 
4. Focuses on team over self 
 
5. Has a high sense of urgency for change and sustainable results in improving student 

achievement 
 
6. Commits to continuous improvement  
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1. Challenges the status quo
 Challenges common practices and traditions if they are blocking improvements

 Is willing to take risks

 Looks for innovations to get results

 Does not let rules and regulations block results and slow down action

2. Builds trust through clear communications and expectations
 Is direct and honest about team commitments and obligations

 Invites productive conflict as a means to maximize productivity and problem-solving

 Follows through with actions and on all commitments

 Ensures a clear understanding of written and verbal communications

 Is comfortable dealing with destructive conflict

3. Creates a commonly owned plan for success
 Supports the creation of written plans with input from stakeholders or teammates

 Advocates for teammates investing in the plan

 Clarifies agreed-upon behavioral commitments associated with the plan

 Facilitates the collaborative team in adjusting the plan based on new data and changes

 Collaborates to develop clear measurements for each goal in the plan

4. Focuses on team over self
 Commits to the ongoing development of the leadership team and collaborative team

 Builds a collaborative culture

 Seeks constructive feedback

 Provides both praiseworthy and constructive feedback aligned with the shared mission

 Supports the professional development of the leadership team and collaborative team

5. Has a high sense of urgency for change and sustainable results in improving student achievement
 Can be very decisive

 Uses student learning results to inform needed instructional change

 Supports schoolwide use of high-leverage practices to ensure sustainability of change

 Stays focused on the direction of the leadership team and the collaborative team

 Is able to effectively expect, deal with, and manage change

6. Commits to continuous improvement
 Has a high sense of curiosity for new practices to improve results

 Possesses a willingness to change current practices for self and others, based on data

 Works collaboratively with team when considering changing practices to obtain results

 Takes responsibility for own actions, making no excuses, and models it at team level

 Keeps teammates focused on factors within their sphere of influence

 Has strong self-management and self-reflection skills
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High-performance leaders do not excel in all of these competencies. However, they do 
exhibit strong skills and practices in almost all of the competencies. All strong leaders understand 
that they must continually improve, and they realize that mastery in every area is a continuous 
journey. 

Leadership Competencies Self-Evaluation 

Honestly and reflectively evaluate yourself through the lens of each competency and indicate your 
strength in each area with the code provided below. You may also make anecdotal notes.  

Competency Code Notes

1. Challenges the status quo

2. Builds trust through clear
communication and expectations

3. Creates a commonly owned plan for
success

4. Focuses on team over self

5. Has a high sense of urgency for change
and sustainable results in improving
student achievement

6. Commits to continuous improvement

Code Key 

N — Not a strength 

S — Somewhat a strength 

M — Moderate strength 

E — Exceptional strength 

Important: High-performance leaders do not excel in all of these competencies. However, they do 
exhibit strong skills and practices in almost all of the competencies. All strong leaders understand 
that they must continually improve, and they realize that mastering all competencies is a lifelong 
journey.  
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Critical Issues for Collaborative Team Consideration 

AND 

Reciprocal Accountability for the Guiding Coalition 

Critical Issue for Team Consideration 

(Dufour, Dufour, Eaker, Many & Mattos, 
Learning by Doing, 2016) 

Accountability of the Guiding Coalition 

(support/resources provided  
by guiding coalition) 

Teams have identified team norms and 
protocols to guide us in working together. 

Teams have analyzed student achievement 
data and established SMART goals to 
improve on this level of achievement we are 
working interdependently to attain (SMART 
goals are specific and strategic, measurable,
attainable, results oriented, and time 
bound.). 

3. Employ a system of reciprocal accountability.

Critical Issue for Team Consideration 

(Dufour, Dufour, Eaker, Many & Mattos, 
Learning by Doing, 2016) 

Accountability of the Guiding Coalition 

(support/resources provided  
by guiding coalition)

Each team member is clear on the 
knowledge, skills, and dispositions (that is, 
the essential learning) that students will 
acquire as a result of our course or grade 
level and each unit within the course or 
grade level.  

Teams have aligned the essential learning 
with state and district standards and the 
high-stakes assessments required of our 
students. 

Teams have identified course content and 
topics we can eliminate to devote more time 
to the essential curriculum. 

Teams have agreed on how to best 
sequence the content of the course and 
have established pacing guides to help 
students achieve the intended essential 
learning.  
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Critical Issue for Team Consideration 

(Dufour, Dufour, Eaker, Many & Mattos, 
Learning by Doing, 2016) 

Accountability of the Guiding Coalition 

(support/resources provided  
by guiding coalition)

Each team member is clear on the 
knowledge, skills, and dispositions (that is, 
the essential learning) that students will 
acquire as a result of our course or grade 
level and each unit within the course or 
grade level.  

Teams have aligned the essential learning 
with state and district standards and the 
high-stakes assessments required of our 
students. 

Teams have identified course content and 
topics we can eliminate to devote more time 
to the essential curriculum. 

Teams have agreed on how to best 
sequence the content of the course and 
have established pacing guides to help 
students achieve the intended essential 
learning.  
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Critical Issue for Team Consideration 

(Dufour, Dufour, Eaker, Many & Mattos, 
Learning by Doing, 2016)

Accountability of the Guiding Coalition 

(support/resources provided
by guiding coalition)

Teams have identified the prerequisite 
knowledge and skills students need in 
order to master the essential learning of 
each unit of instruction.

Teams have identified strategies and 
created instruments to assess whether 
students have the prerequisite knowledge 
and skills. 

Teams have developed strategies and 
systems to assist students in acquiring 
prerequisite knowledge and skills when 
they are lacking in those areas. 

Critical Issue for Team Consideration 

(Dufour, Dufour, Eaker, Many & Mattos, 
Learning by Doing, 2016)

Accountability of the Guiding Coalition 

(support/resources provided
by guiding coalition)

Teams have developed frequent common 
formative assessments that help us 
determine each student’s mastery of 
essential learning. 

Teams have established the proficiency 
standard we want each student to achieve 
on each skill and concept examined with 
our common assessments. 

Teams use the results of our common 
assessments to assist each other in 
building on strengths and addressing 
weaknesses as part of an ongoing process 
of continuous improvement designed to 
help students achieve at higher levels. 
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Critical Issue for Team Consideration 

(Dufour, Dufour, Eaker, Many & Mattos, 
Learning by Doing, 2016)

Accountability of the Guiding Coalition 

(support/resources provided
by guiding coalition)

Teams have developed frequent common 
formative assessments that help us 
determine each student’s mastery of 
essential learning. 

Teams have established the proficiency 
standard we want each student to achieve 
on each skill and concept examined with 
our common assessments. 

Teams use the results of our common 
assessments to assist each other in 
building on strengths and addressing 
weaknesses as part of an ongoing process 
of continuous improvement designed to 
help students achieve at higher levels. 
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Critical Issue for Team Consideration 

(Dufour, Dufour, Eaker, Many & Mattos, 
Learning by Doing, 2016)

Accountability of the Guiding Coalition 

(support/resources provided
by guiding coalition)

Teams use the results of our common 
assessments to identify students who need 
additional time and support to master 
essential learning, and we work within the 
systems and processes of the school to 
ensure they receive that support. 

Teams have agreed on the criteria we will 
use in judging the quality of student work 
related to the essential learning of our 
course, and we continually practice 
applying those criteria to ensure we are 
consistent.

Teams have taught students the criteria we 
will use in judging the quality of their work 
and provided them with examples. 

 

 
 
 

Critical Issue for Team Consideration 
 

(Dufour, Dufour, Eaker, Many & Mattos, 
Learning by Doing, 2016) 

Accountability of the Guiding Coalition 
 

(support/resources provided  
by guiding coalition) 

Teams have developed or utilized 
common summative assessments that 
help us assess the strengths and 
weaknesses of our program. 

 

Teams have established the proficiency 
standard we want each student to achieve 
on each skill and concept examined with 
our summative assessments. 

 

Teams formally evaluate our adherence 
to team norms and the effectiveness of 
our team at least twice each year. 
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common summative assessments that 
help us assess the strengths and 
weaknesses of our program. 
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Tight About the Right Work 
 
 

Tight Loose 

Educators work in collaborative teams and 
take collective responsibility for student 
learning rather than working in isolation. 

 

Collaborative teams implement a 
guaranteed and viable curriculum, unit 
by unit. 

 

Collaborative teams monitor student 
learning through an ongoing process 
that includes frequent, team-developed 
common formative assessments. 

 

Educators use the results of common 
assessments to: 

 Improve individual practice. 
 Build the team’s capacity to 

achieve its goals. 
 Intervene/enrich on behalf of 

students. 

 

The school provides a systematic process 
for interventions and enrichment. 

 

 
From In Praise of American Educators: And How They Can Become Even Better,  

Rick DuFour, PLC at Work Institute Keynote, 2016. 

4.  Create a culture that is simultaneously loose and tight. 
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