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A message from Hawker Brownlow Education
We hope that you have found these conference papers and the accompanying
sessions useful. Please be aware that the contents of these papers are the
intellectual property of the speaker and no reproduction for any purpose is
authorised. We urge you to take care of this booklet. Replacement copies will
not be made available either during or after this conference.
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Session 1
Transforming School Culture
Part 1 of 2
This session will address the issue of conﬂicting agendas within schools. A Professional Learning
Community (PLC) has a very clear purpose: learning for all students. We will examine the barriers
to aligning the adult agendas with the school agenda and what leaders and teachers must do
to develop the synergy necessary to guarantee learning. Explore the theoretical framework
developed by Anthony Muhammad in the book Transforming School Culture: How to Overcome
Staﬀ Division (2009) as the basis for developing a collaborative culture. Participants will learn how
staﬀ division develops and how we can prevent it, how to support and empower your teacher
leaders and how to support and retain new talent.
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Transforming School Culture:
How to Overcome Staff Division
Part 1
Anthony S. Muhammad, Ph.D.

Purpose
“The best case for public education has
always been that it is a common
good. Everyone ultimately has a
stake in the caliber of schools, and
education is everyone’s business.”
Michael Fullan, The Moral Imperative of School Leadership (2003)

Two Forms of Change
• Technical

• Cultural

2
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Technical Change
•

Technical changes are changes in learning
tools/structure
1.
2.
3.
4.
5.

Collaborative time
Common assessments
Data
Educational Technology
Support Classes

Common Misconceptions about
Technical Changes
• Changing the structure will lead to higher levels of
productivity(“Rearranging the seats on the Titanic”)
• Technical changes make up for human deficiencies
like poor instruction or unprofessional behavior
• Technical changes will “fix” kids or “fix” schools
which are broken (i.e. dress codes, longer school day)

Cultural Change
“Structural change that is not supported by
cultural change will eventually be
overwhelmed by the culture, for it is in the
culture that any organization finds
meaning and stability.”
Schlechty, Shaking Up the Schoolhouse:
How to Support and Sustain Educational Innovation
(2001), p. 52
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Two Forms of Change
• Technical

• Cultural

Apprenticeship of Observation
• Educators have been socialized in their field since
childhood and adopt the norms
• The average educator was a good student
• Educators subconsciously protect a system that was
of personal benefit
• Educators implement practices that protect the
system (academic obstacle course)
(Lortie, Schoolteacher: A Sociological Study, 1975)

Pause to Think!
• Have the changes in your educational
environment been primarily technical or
cultural?
• In your environment is it more common for
educators to do things “to” students or “with”
students?

4
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School Culture
“School culture is the set of norms, values, and
beliefs, rituals and ceremonies, symbols and
stories that make up the ‘persona’ of the
school”

Peterson(2002), Is Your School Culture toxic or positive? Education World (6)2

“Healthy” School Culture
“Educators have an unwavering belief in the
ability of all of their students to achieve
success, and they pass that belief on to others
in overt and covert ways. Educators create
policies and procedures and adopt practices
that support their belief in the ability of every
student.”
Peterson(2002), Is Your School Culture toxic or positive? Education World (6)2

“Toxic” School Culture
“Educators believe that student success is based upon
students’ level of concern, attentiveness, prior
knowledge, and willingness to comply with the
demands of the school, and they articulate that
belief in overt and covert ways. Educators create
policies and procedures and adopt practices that
support their belief in the impossibility of universal
achievement.”
Peterson(2002), Is Your School Culture toxic or positive? Education World (6)2

© 2015 Hawker Brownlow Education. All rights reserved. SYDAM02
Proceedings of the Hawker Brownlow 12th Annual Thinking and Learning Institute, May 2015

5

4

ANTHONY MUHAMMAD

DAY TWO - THURSDAY 28 MAY 2015

Session 1
26/03/2015

Good to Great, Jim Collins
What do great corporations/organizations do
differently than good/average organizations?
1. They seek and find the “brutal facts”
2. They get the right people on the “bus” and
sit them in the “right seats”

The Quandary
Tweeners

Believers

Fundamentalists

Survivors

(Muhammad, 2009)

Adult Drama
Dysfunctional social interactions between
adult professionals within a school
environment that interfere with the proper
implementation of important policies,
practices, and procedures that support the
proper education of students

6
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Pause to Think!
• After analyzing Kent Peterson’s definition of
“healthy” and “toxic” culture, which
description best describes your environment?
• When analyzing your technical changes, do
you have everyone on the “bus”? If not, why?
• Do you experience any “adult drama” in your
environment? If so, what?
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Session 2
Transforming School Culture
Part 2 of 2
This session will address the issue of conﬂicting agendas within schools. A Professional Learning
Community (PLC) has a very clear purpose: learning for all students. We will examine the barriers
to aligning the adult agendas with the school agenda and what leaders and teachers must do
to develop the synergy necessary to guarantee learning. Explore the theoretical framework
developed by Anthony Muhammad in the book Transforming School Culture: How to Overcome
Staﬀ Division (2009) as the basis for developing a collaborative culture. Participants will learn how
staﬀ division develops and how we can prevent it, how to support and empower your teacher
leaders and how to support and retain new talent.
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Transforming School Culture:
How to Overcome Staff Division
Part 2
Anthony S. Muhammad, Ph.D.

Cultural Wars
(School Crusades)
•
•
•
•

The Believers
The Tweeners
The Survivors
The Fundamentalists

Believers
Objective:

Success for All Students

10
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The Believers
• Very intrinsically motivated
• Flexibility with students (academically and
behaviorally)
• Mission driven/connection to school or community
• Willing to confront negative talk and attitudes
towards children, but only under extreme
circumstances
• Varied levels of pedagogical and professional skill

Pause to Think!
• Is your school culture student-centered or
adult-centered?
• Are your Believers politically active or docile?
• Are your Believers active in the informal
culture?

Tweeners
Objective:

To Find Comfort Zone
Within the Organization
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The Tweeners
• Loosely-coupled with the school mission
• Enthusiastic about the idealistic nature of school, but
have not quite hit the tipping point
• They stay out of school and district politics
• Follows instructions as given by administration
creating a ‘Wall of Silence’ (considered “good”
teachers)
• One extreme experience (Moment of Truth) can
swing them to be a believer or a fundamentalist

Pause to Think!
• Do you have a significant amount of turnover
among your Tweeners? If so, why? If not,
what do you do to support and retain them?
• Who supports your Tweeners when they have
their “Moment of Truth”?

Survivors
Objective:

Survival

12
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Survivors
• Overwhelming nature of the job or life has caused
clinical depression (Burnout)
• No political or organizational aspirations
• Create subcontracts with student to broker a “ceasefire” agreement
• Little to no professional practice is evident
• All members of the organization agree that they do
not belong in the profession
• Removal and treatment is the only possible remedy

Pause to Think!
• Do you have colleagues that you feel may be
Survivors or in the process of becoming a
Survivor?
• If so, have you reached out to him/her? Has
administration addressed the issue?
• How have your Survivors impacted students?

Fundamentalists
Objective:

Maintain Status Quo
(Leave Me Alone!)
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Fundamentalists
Believe not all children can learn ( Social Darwinists)
Believe that school reform is a waste of time
Believe in autonomy and academic freedom
Organize to resist threat(s) to status quo
Believe that gaps in learning are due to outside forces
(students, parents, administration)
• Have varied levels of pedagogical skills
•
•
•
•
•

Methods:
The Three “D’s”
• Defame

• Disrupt

• Distract

Pause to Think!
• Do you have an active group of
Fundamentalists at your school? If so, how
have they affected the culture?
• Do your Believers challenge your
Fundamentalists?
• Have you witnessed any of the three D’s? If so,
how has it affected your school?

14
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The Real Difference
Believers

Fundamentalists

 Goal: Success for Every
Student
 Accepts that change (the
right change) is necessary to
improve student
performance
 Student interest is more
important that personal
interest (Public Servant)

 Goal: Maintain Status Quo
 Rejects any substantive
change if it clashes with
personal agenda
 Self-interest is more
important than student
interest (Self Servant)

The Current State of School Reform
The Clash

School Improvement

Fundamentalists

(need to change to
meet organizational
goals)

(need for
stability/predictability)

Stalemate

Can Fundamentalism Be Reversed?
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Fundamentalist
Change Is Not Easy
•
•
•
•

“Drop Your Tools” Research
People persist when they are given no clear reason
to change
People persist when they do not trust the person
who tells them to change
People persist when they view the alternative as
more frightening
To change may mean admitting failure
(Maclean, Young Men and Fire, 1992)

How do we respond?
• Level 1 – Make a clear case for
change
• Level 2 – Develop relationships, do
not ostracize
• Level 3 – Increase capacity and
consider the context
• Level 4 – Monitor Strongly

16
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Session 3
The Elephants in the Room:
Eliminating Barriers to
Eﬀective Collaboration
Many educators are placed into teams, but never make progress because personal and professional
drama prevents them from focusing on the needs of students. A house divided cannot stand! We
will examine all of the psychological and sociological barriers that can arise and interfere with a
school or a team’s ability to move forward. After leaving this session, participants will have a clear
understanding of what it takes to create a highly collaborative culture.
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Elephants in the Room:
Confronting Barriers to True
Education
Anthony Muhammad, PhD

What Has History Taught Us?
All students have not benefited
equally from access to educational
institutions?

The Achievement Gap
Achievement gap refers to the observed and persistent
disparity on a number of educational measures
between the performance of groups of students,
especially groups defined by gender, race/ethnicity,
language, disability, and socioeconomic status. The
achievement gap can be observed on a variety of
measures, including standardized test scores, grade
point average, dropout rates, and college enrollment
and completion rates.
(The Achievement Gap Initiative at Harvard University,
http://www.agi.harvard.edu/projects/thegap.php)

20
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Pathway to
Excellence for ALL
“We assert that despite
these statistics, student
ethnicity and social class
are not barriers to learning;
rather, schools that do not
properly respond to the
needs of these students are
the barriers.”
—Muhammad & Hollie, The Will to Lead, The Skill to Teach:
Transforming Schools at Every Level (2011), p. 2

Two Forms of Change
• Technical–structural (skill)
• Cultural (will)

Will and Skill
Culture
(Learning
Environment)

Skill
(Learning
Activities)
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Don’t Underestimate Culture
“The health of an organization
provides the context for strategy,
finance, marketing, and everything
else that happens within it, which is
why it is the single greatest factor
determining an organization’s success.
More than talent. More than
knowledge. More than innovation.”
—Lencioni, The Advantage: Why Organizational
Health Trumps Everything Else in Business (2012), p. 2

Choosing Being “Smart”
Over Being “Healthy”
Smart
• The “sophistication bias”

Healthy
• Build a cohesive team.
• Create clarity.

• The “adrenaline bias”

• The “quantification bias”

• Over-communicate clarity.
• Reinforce clarity.

—Lencioni, The Advantage: Why OrganizationalHealth Trumps
Everything Else in Business (2012)

Avoiding Culture
“Most leaders prefer to look for answers where
the light is better, where they are more
comfortable. And the light is certainly better
in the measurable, objective, and data-driven
world of organizational intelligence (the smart
side of the equation) than in the messier, more
unpredictable world of organizational health.”
—Lencioni, The Advantage: Why Organizational
Health Trumps Everything Else in Business (2012), p. 7

22
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Healthy School Culture

Connection of Two Great Concepts

StudentCentered
Learning
Activities

StudentCentered
Learning

Environment

Learning
for ALL
Students

Are You Willing to Confront
the Elephants in the Room?

Predeterminations
• Perceptual
• Intrinsic
• Institutional
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Perceptual Predetermination
“Perceptual predetermination
involves an educator’s own
socialization and the impact
of that socialization on his or
her practice in the classroom,
including expectations for
student performance.”
—Muhammad, Transforming School Culture:
How to Overcome Staff Division (2009), p. 21

Stereotypes
“To help simplify a complex world, people develop
mental models called schemas. Problems arise
when people start to oversimplify schemas.
Oversimplified schemas are known as stereotypes.
Stereotypes are fixed impressions and exaggerated
and preconceived ideas and descriptions about a
certain type of person, group, or society.”
—Langlois, Kalakanis, Rubenstein, Larson, Hallam, & Smoot,
“Maxims or Myths of Beauty? A Meta-Analytic and Theoretical Review,”
Psychological Bulletin (2000), p. 390

Challenging Beliefs
“Teacher expectations of student performance
is a thorny issue in American education because
of the inevitable overlay of accusations that low
expectations for some groups of students
reflects racial, ethnic, or class-biased prejudice.”
—Jackson & Davis, Turning Points 2000:
Educating Adolescents in the 21st Century (2000), p. 13

24
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Corrective Lenses
“The Optometrist”

Combat false/incomplete
information with better
information.
Try:
• Enlightenment
• Encouragement
• Experimentation

Intrinsic Predetermination
“Intrinsic predetermination is the
student’s perception of his or her
probability of success in school.
The messages that students
receive from their environment—
the home, community, and
school—can either build their
confidence or work to destroy it.”
—Muhammad, Transforming School Culture:
How to Overcome Staff Division (2009), p. 23

When Cultures Collide

Student
Norms

School
Norms
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Assimilation or Education
Assimilation

Education

• Control

• Liberation

• Manipulation

• Development

• Standardization

• Creativity

• Docile

• Empowerment

Gifted and Talented Education
“Gifted and talented education works for two
reasons: the student believes that he is gifted
and the teacher believes that he is gifted. Based
on this agreement, the teacher and student
create the right learning environment and they
utilize rigorous learning activities. All human
beings possess a gift; the key is to identify and
capitalize on it.”
—Renzulli, “What Makes Giftedness? Reexamining a Definition,”
Phi Beta Kappan (1978)

Pedagogy of Confidence
• Identify and activate
student strengths.
• Elicit high intellectual
performance.
• Provide enrichment.
• Integrate prerequisites.
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The Maestro
Blending the best in
students with the best
in the institution to
create beautiful music

Institutional Predetermination
“I contend that we have
institutional barriers in
place that make the job
of educating every
student very difficult.”
—Muhammad, Transforming School Culture:
How to Overcome Staff Division (2009), p. 25

Grading Policies
• Feedback
• Accuracy
• Fairness
• Timeliness
• Specificity
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Other Policy Elephants
• Student placement in advanced coursework
• Zoning policies around ethnicity and
economic class
• Discipline/expulsion policies
• Graduation standards/policies

Rosa Parks Moment

Purpose
“The best case for public education has
always been that it is a common good.
Everyone ultimately has a stake in the
caliber of schools, and education is
everyone’s business.”
—Fullan, The Moral Imperative of School Leadership (2003)
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Contact Information
Website:
www.newfrontier21.com
Email:
amuhammad@newfrontier21.com
Twitter:
@newfrontier21
Facebook:
Dr. Anthony Muhammad
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Anthony MUHAMMAD Resources

The Will to Lead, the Skill to Teach: Transforming Schools at Every Level

Anthony Muhammad, Sharroky Hollie • 9781743302866

In this book, the authors acknowledge the structural and sociological issues that contribute to low-performing schools, and describe how leaders can create a healthy school
culture. They offer strategies and activities to improve classroom management, increase literacy, establish academic vocabulary, and create an engaging environment.
Examine four broad steps to developing a positive learning environment (aligning philosophies, managing frustration, creating a culture of collaboration, and institutionalising
a healthy culture) and uncover the components of responsive pedagogy – a balanced framework of traditional and culturally responsive classroom activities.

SOT2866 • $21.95

Transforming School Culture: How to Overcome Staff Division
Anthony Muhammad • 9781742393254
Transforming School Culture provides a framework for understanding how school cultures operate and how leaders can overcome divisions to improve relationships
and transform toxic cultures into healthy ones. Muhammad offers strategies for working with different groups of educators (Believers, Fundamentalists, Tweeners and
Survivors) to transform school culture and create positive atmospheres that not only tolerate change, but seek and embrace the changes that maximise organisational
effectiveness.

SOT3254 • $32.95

Online Course: Transforming School Culture
Anthony Muhammad
Muhammad sheds new light on understanding the complicated and dynamic relationships among school professionals in order to create a cohesive and positive
culture. In this course he identifies four general archetypes: Believers, Tweeners, Survivors and Fundamentals. If not working harmoniously these types taken as a
group on your staff can be highly resistant to change and prone to interpersonal discord. This course will provide insight and practical strategies for understanding
and working with each type to dramatically improve school culture.

SOL1003 • $225.00

Transforming School Culture: Understanding and Overcoming Resistance to Necessary Change DVD
Anthony Muhammad • 9781743302507
This demonstration shows how difficult it is to truly compare students, and how important it is to remember that every student learns differently. Muhammad describes
the beliefs and assumptions of each of the four staff groups (Believers, Fundamentalists, Tweeners and Survivors) and the dynamics within and among the groups. He
explores how the outcome of these dynamics will ultimately determine the culture of a school, and explains how staff members can respond to these groups in order to
create a school culture that supports change.

SOT2507 • $150.00

Redefining the Norm: Learning for ALL DVD
Anthony Muhammad • 9781743302934
This presentation focuses on historical, sociological and psychological aspects of school cultures that make implementing PLCs a challenge. Participants will learn
how leaders can identify resistance and turn it into high levels of learning for all students. This unique combination of educational research, student data and practical
assessment of the state of education today provides an understanding of how schools came to be in their current positions and what drives and impedes reform.

SOT2934 • $150.00
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Anthony MUHAMMAD
Anthony Muhammad (PhD) is a much sought-after educational consultant. A practitioner for nearly
20 years, he has served as a principal for a middle and high school, a middle school teacher and
assistant principal. His tenure as a practitioner has earned him several awards as both a teacher
and a principal. Dr Muhammad’s most notable accomplishment came as principal of Levey Middle
School in Southﬁeld, Michigan, a National School of Excellence, where student proﬁciency on
state assessments more than doubled in ﬁve years. Dr Muhammad and the staﬀ at Levey used the
Professional Learning Communities model of school improvement, and they have been recognised
in several videos and articles as a model high-performing PLC.
As a researcher, Dr Muhammad has published articles in several publications in both the United
States and Canada. He currently serves as the CEO of New Frontier 21 Consulting, a company
dedicated to providing cutting-edge professional development to schools all over the world.
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SOT2866

The Will to Lead, the Skill to Teach: Transforming Schools at Every Level

$21.95

SOT3254

Transforming School Culture: How to Overcome Staff Division

$32.95

SOL1003

Online Course: Transforming School Culture

$225.00

SOT2507

Transforming School Culture: Understanding and Overcoming
Resistance to Necessary Change DVD

$150.00

SOT2934

Redefining the Norm: Learning for ALL DVD

$150.00
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