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At a learning session I attended recently, Michael Fullan announced that, after reviewing John 
Hattie's research on practices with the most significant impact in schools, collective efficacy is the 
new winner. Once again, we have evidence that harnessing the power of the group rather than 
relying solely on the individual is key to unlocking the full potential of educators and students in 
schools. 
Collective efficacy -- educators' belief that in working together, they have the capability to 
improve significant challenges in schools -- doesn't just happen when systems or schools offer 
educators the opportunity to collaborate. According to Fullan, four conditions are essential to 
create collective efficacy. 
 
1 The team must commit to transparency in practice and results. There is nothing to hide; there 

is no shame in mistakes; we agree we are all here to get better. 
2 The team must create a climate of nonjudgementalism. We listen to learn; we all commit to 

continuous improvement. 
3 The team must be specific in terms of the practices it will employ and actually employ them. 

Setting high expectations and measuring results will not lead to better outcomes. An 
effective theory of action requires careful selection of the practices that must change and 
even more careful attention to learning and implementing such practices with fidelity. 

4 The team must be clear on the specific evidence it will collect to know it is influencing growth 
-- and it must collect it. Determining evidence of impact and the assessments that will be 
used to collect it must be identified at the very earliest stages of the improvement process. 
Otherwise learning and implementation will be unsuccessful because goals and measures 
are not aligned. 
 

When teams or groups of educators operate under these conditions, they see meaningful results 
with students. Unfortunately, Fullan says, there is too little collaboration structured with the 
intentionality that is required to get these results. And while tools and protocols can be helpful in 
supporting collaboration, as Fullan said, "A fool with a tool is still a fool." 
 
This is a lesson we take to heart. We know how much educators value useful tools in their work 
with their colleagues, and we also know tools alone don't result in changes in practice. In addition 
to tools, teams need guidance and support from well-prepared and supported colleagues who can 
ensure teams institutionalize the practices that result in collective efficacy. 
 


