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“Collaboration makes a positive difference 
only when it is focused on student perfor-
mance for all and on the associated inno-

vative practices that can make improvement happen 
for previously disengaged students.” (p. 285) 

In this fourth edition, Fullan reexamines edu-
cational change in light of the growing body of 
knowledge about the process of change. For change 
to actually occur, certain factors must be met. 
Citing numerous research studies, Fullan notes the 
importance of relationship, meaning and motiva-
tion in effective and sustained educational change. 
Change takes time, and effort, and on-going sup-
port. To further complicate things, it turns out 
that an individual must experience some part of 
the proposed change before understanding what 
the change really is. By experiencing the change, 
by achieving success, an individual can come to 
believe in the change. Fullan argues that belief 
underlies all action. For successful initiatives involv-
ing change, a critical factor is allowing an appropri-
ate amount of time for the people to believe in the 
change. Therefore, according to Fullan, in order for 
real change to occur in schools, educators must:

1. Believe the proposed change can occur
  (motivation)
2. Believe the proposed change makes sense   

(meaning) 
3. Feel they themselves have a meaningful role in 

the change
4. Experience some success with the change 

Fullan recommends professional learning com-
munities as a vehicle for providing effective sup-
port for teachers (relationships) as they implement 
changes in practice. While making a compelling 
case for collaborative practices as a means of sup-
porting improvements in teacher practice, Fullan 
doesn’t shy away from discussing just how very 
difficult collaboration has proven to be within 
schools. He identifies the factors which play against 
professional learning communities, and provokes 
the reader to consider, “ . . . we knew specifically 
and clearly a quarter of a century ago how power-
ful collaborative or collegial cultures were and how 
they functioned. Twenty-five years is a long time to 
sit on knowledge that serves the very moral core of 
school improvement.” (p. 153) 

Michael Fullan corroborates what I believe 
to be true about educational change. He says 
the student must be at the center of all proposed 
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change. He says collaborative practices are the key 
to sustaining the changes that support student 
learning. And, he validates these arguments with 
research. This book has been at my fingertips for 
three months. I take it everywhere I go. I keep 
snatching it up and opening to one of the many 
sticky note marked pages to quote a pertinent 
paragraph. Frankly, I wish I could memorize the 
entire contents of the book so as to be able to 
cite it from memory. So often, when I am “sell-
ing” the idea of collaborative practices and the 
work of the National School Reform Faculty, I am 
asked if there is anything I can give to the admin-
istrators or school board to show that the work is 
effective. I finally have the tool I’ve been looking 
for: The New Meaning of Educational Change, 
fourth edition.
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munity voice and the best practices in high school 
reform with a focus on improving learning success 
for all students. Having used protocols and struc-
tures successfully with educators and students, we 
believed that these same structures for creating 
conversations would help us find common ground 
around tough issues with community groups. We 
were told that previous activities to gather com-
munity input had often resulted in only the same 
few voices being heard, with no follow up, after 
these meetings. We wanted to make sure that all 
the voices were heard and would be represented 
in any plan that was developed. We believed that 
protocols and similar structures could work to allow 
people to feel safe and would allow the commu-
nity to heal the rift that the 
many years of debate over 
the need for a new high 
school had created. We were 
reminded that this process 
was not only about changing 
a high school, but a step in 
changing an entire commu-
nity and its culture.

During the summer of 
2006, a voluntary two-day 
workshop was held for the 
high school staff, in which 
a majority of teachers par-
ticipated. The focus was on 
collaboration and learning 
how to work together to see what was possible for 
their school. Protocols were used to help them look 
at texts on school change, examine student work, 
and build greater awareness of equity issues within 
the school. The Futures Protocol led to a powerful 
description of what their school could be. In order 
to help the school district build capacity to continue 
such conversations and promote Critical Friends 
Groups, we facilitated training for district staff dur-
ing the school year.

A vital component of this process was the for-
mation of a thirty-five member Advisory Committee 
that was representative of parents, school staff, stu-
dents, cultural, business, and university representa-
tives, and other community members. The mission 
of the Advisory Committee was to create a second-
ary educational plan that was:

•	 Dedicated to high expectations and success for 
all students 

•	 Reflective of the needs, values, and beliefs of 

the Juneau, Alaska community 
•	 Based on current educational research and best 

practices 
•	 Supportive of the goals of rigor, relevance, 

and relationships, and the strategic plan of the 
Juneau School District

Because our time with the Advisory Committee 
was limited and the issues so complex, we spent a 
great deal of time planning sessions to help build a 
sense of trust within the group and allow us to have 
the hard conversations. We worked exclusively out 
of a circle because we wanted to make sure that 
we distributed the power among all the members 
of the committee as we symbolically created a 

sense of community and 
equity within this group. 
The community agree-
ments that we developed 
helped us listen to each 
other and respect the 
many different perspec-
tives represented within 
the group. 

We began with the 
Atlas Looking at Data 
Protocol. It was a power-
ful moment as the group 
began to realize the 
implications of this data. 
It became obvious that 

Alaska Natives and students of poverty were being 
failed by the current school system. The impact of 
this data remained with us throughout the entire 
process and created many opportunities for the 
group to discuss issues of equity within the school 
and community. From this session, we came away 
excited that both school and community people 
appreciated the use of a protocol that promoted 
honest conversation and forced us to be more 
thoughtful.

To achieve our goal of hearing the community’s 
voice, we scheduled over twenty-five community 
forums. The forums were scheduled purposely to 
ensure that all voices in the community be heard, 
especially those of different cultural groups. We 
worked hard to make sure that people of color and 
people representing the dominant culture sat next to 
each other in the same circles to hear each other’s 
comments and concerns. All forum participants 
responded to the fol-
lowing questions:
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