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Quality Implementation:
Leveraging Collective Efficacy to Make
‘What Works’ Actually Work

The Elusive Quest for Quality Implementation

• It would not be difficult for most educators to
name several change initiatives that were
introduced but never came to fruition in the
duration of their careers.

• Identifying ones that actually took hold would be a
more challenging task. Even when change is
mandated in the form of policy, it does not
guarantee uptake in schools and classrooms.

Why does quality implementation fail
in the health care system?
• There is no problem with the way we
currently do things;

• Health care professionals were not trained in
•
•
•

certain areas - “I was not trained for this and
it is not in my purview”.
Not enough time to address issues;
Not aware of the strength of the evidence;
Philosophically disagree with the merit of the
intervention.

Bauer, M., Damschroder, L., Hagedorn, H., Smith, J., & Kilbourne, A. (2015). An introduction to implementation
science for the non-specialist. BMC Psychol. 3(1), 32.
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• There are explicit contrasts between
implementing programs in the ‘real
world’ and ‘controlled research
environments’ where factors can be
controlled in health care.
• In other words, context matters!

Lindland, E., Fond, M., Haydon, A., Volmert, A., & Kendall-Taylor, N. (2015). Just Do It: Communicating
Implementation Science and Practice. Frameworks Institute.

School Wide Improvement
Unlikely to be adopted unless administrators
believe they have the knowledge and skills
to execute them well and support teachers
where needed.
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Evidence-Based Strategies
Unlikely to be implemented in classrooms
unless teams of teachers believe they have
the skills and capabilities to put them into
practice and the ability to provide support to
students where needed.

Quality Implementation Defined

•
•
•
•
•

a critical mass of people;
doing their best to apply and experiment with
‘what’s supposed to work’;
assessing impact relative to the intended
outcomes;
learning about what worked and what didn't
work and why within respective contexts;
and then making the necessary modifications
accordingly.

www.teacher-efficacy.com
@EfficacyCenter

•

Often entrenched beliefs are a large
barrier to implementation efforts in
schools and school districts.

•

Beliefs are contextual and based on
assumptions teams of educators hold
true in particular situations and
environments.
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“

When it comes to
successful school
improvement, a faculty’s
belief that its members
cannot foster the
conditions necessary to
impact student learning
poses the most
dangerous of these
entrenched beliefs.

Donohoo, J. & Katz, S. (2020). Quality Implementation: Leveraging Collective Efficacy to Make ‘W hat
Works’ Actually Work, Corwin, Thousand Oaks, CA.

“

Collective teacher efficacy
is the belief that teachers
in a given school make an
educational difference to
their students over and
above the educational
impact of their homes and
communities.

Tschannen-Moran, M., & Barr, M. (2004). Fostering student learning: The relationship of collective teacher
efficacy and student achievement. Leadership and Policy in Schools, 3(3), 189-209.

Typical Effect Size
0
Decreased

Zero

0.40

1.00
Enhanced

Collective
Teacher Efficacy
1.39

Hattie, J. (2019). Visible Learning – 250+ Influences on Student Achievement
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1. Collective efficacy impacts how teams perceive
constraints or opportunities afforded in their unique
environments.
Efficacy
lacking

Teams perceive
constraints in their
environment and
believe efforts will
produce little change.

Efficacy
present

Teams figure out ways
to exercise control.

2. Collective efficacy impacts motivational investments
through the goals that teams set.

Efficacy
lacking

Teams show a
significant reduction in
the goals they set and
this impacts
motivation.

Efficacy
present

Teams show greater
motivational
investments – this is
activated through goalsetting.

Collective Efficacy Impacts Motivational Investments
When collective efficacy is lacking:
Feedback Manipulation
13 triads assigned to a ‘high efficacy’
group
13 triads assigned to a ‘low efficacy’ group
Set a time-goal and a finishing place-goal
Received bogus feedback between time
trials
Vignette
Page 20
Greenlees, I., Graydon, J., & Maynard, I. (2000). The impact of individual efficacy beliefs on group goal
selection and group goal commitment. Journal of Sports Sciences, 18, 451-459.
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3. Collective efficacy impacts expectations.

Efficacy
lacking

Low expectations
become self-fulfilling
prophecies.

Efficacy
present

High expectations
become self-fulfilling
prophecies.

What are the sources of efficacy?
What influences educators’ beliefs
about what they are capable of
accomplishing?

www.teacher-efficacy.com
@EfficacyCenter

Mastery Experiences
When teams experience success and attribute their success
to causes within their control, collective efficacy increases
and teams come to expect that effective performances will
repeat.

www.teacher-efficacy.com
@EfficacyCenter
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Vicarious Experiences
When school staffs see others who are faced with similar
opportunities and challenges perform well, expectations
are generated that they too can overcome obstacles.

www.teacher-efficacy.com
@EfficacyCenter

Social Persuasion
When groups of teachers are persuaded by credible and
trustworthy educators to innovate and overcome challenges
efficacy increases. The more believable the source of the
information, the more likely are efficacy expectations to
change.

www.teacher-efficacy.com
@EfficacyCenter

Affective States
Feelings of excitement or anxiety associated with an
individual’s perceptions of his or her capability or
incompetence.
Tschannen-Moran refers to it as “the emotional tone of the
organization.”

www.teacher-efficacy.com
@EfficacyCenter
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The Formation of
Collective Teacher Efficacy
Mastery
Experiences
Vicarious
Experiences
Social
Persuasion
Affective
States

HOW
DIFFICULT
IS THE
TASK?

CTE

What is the
MAGNITUDE
of the
challenge?
Handout Page #3
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