Using The Results Pyramid for
Understanding and Change

In their book, “Change the Culture, Change the Game,” Roger
Connors and Tom Smith present the Results Pyramid. It
illustrates that our experiences foster beliefs, our beliefs
influence actions, and our actions produce results.
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In order to initiate a change of culture in an organization,
leadership needs to begin its thinking by working backwards,
starting with results. “What organizational results do we want
and how do they compare to what we are getting?” Knowing the
results you want leads to the question, “What actions or
behaviors on the part of your team members would lead to these
results? Then, the leaders can ask themselves, “What would
people need to believe in order to take these types of
actions?” That leads to the last question, “What experiences
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do we, as a leadership team, need to create for people to
shape the types of beliefs that lead to the actions and
behaviors that will help us accomplish the results we want?”

The Results Pyramid, parallels my Backwards Design Model for
impacting student success.
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The
Results are the desired student learning outcomes. The Actions
are taken by teachers and students to achieve those results.
Teachers’ and students’ Beliefs generate the needed actions.
The Experiences that we provide teachers impact the
Experiences they provide students to create the driving
beliefs.

Instructional coaches and school leaders can use the pyramid
to understand teachers’ current actions and desired results.

» Ask teachers to reflect on key experiences in their
careers that have shaped who they are as educators. This
could include pivotal moments with students,
interactions with colleagues, professional development
experiences, or challenges they’ve overcome.

» Guide teachers to think about the beliefs these
experiences have fostered.

» Have teachers discuss how these beliefs impact their
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teaching philosophy, classroom management, instructional
approaches and interactions with students.

= Ask teachers to consider how their beliefs influence
their daily actions in the classroom. This could involve
lesson planning, student engagement strategies, or how
they address challenges.

An example of a teacher’'s response:

“In my second year of teaching, I had a student named Jordan
who was constantly disengaged and disruptive. I initially saw
him as a ‘problem student’ and focused on discipline to manage
his behavior. However, after a particularly challenging day, I
decided to meet with him one-on-one. During our conversation,
I learned that he was dealing with a lot of issues at home,
which was affecting his behavior in school. This experience
was a turning point for me. I realized that understanding the
whole student, beyond just their academic performance, 1s
crucial.

This led me to believe that every student has potential, but
they may need different kinds of support to achieve 1it.
Building strong relationships with students is foundational to
effective teaching. It’s not just about delivering content;
it’s about creating a safe and supportive environment where
students feel understood and valued.

I prioritize getting to know my students on a personal level,
understanding their backgrounds, and tailoring my approach to
meet their individual needs. In terms of classroom management,
I focus on creating a positive and inclusive classroom culture
where students feel respected and heard.

These beliefs influence everything from how I greet my
students at the door to how I design my lessons. I make a
conscious effort to check in with students who seem withdrawn
or upset. When addressing challenges, I remind myself to
consider the underlying causes of behavior or disengagement,



and I aim to respond with empathy and support rather than
frustration.”

An instructional coach having these insights from a teacher
would be positioned to coach with a clear understanding of
what I label as the teacher’s agenda.

If a school leadership team believed that building stronger
teacher student relationships (change) was an important action
to impact student success, they would need to identify
teachers’ past and current experiences that influence their
beliefs and thus their actions. Hearing the experiences of
others that impact beliefs and thus current actions can be an
important starting point. The teacher in the example above
sharing her experiences that impacted her belief (“that
understanding the whole student, beyond just their academic
performance, is crucial”) would be a good starting point.

At times, leaders may have teachers implement an action
designed to create an experience that could generate a future
belief that leads to the desired teacher action being
implemented voluntarily and purposefully.

Example: Teachers in grade level teams are asked to identify a
group of students with insufficient engagement practices. Each
teacher selects two students from the group to interview with
the 4 S’s interview from Search Institute. Time is scheduled
for teachers to discuss their findings and insights and plan
actions for connecting with the students. Debriefing these
experiences with the whole staff can encourage more similar
actions and new beliefs.

Consider how you might use the Results Pyramid as you plan for
understanding teachers’ current practices and plan for
changing actions.


https://www.search-institute.org/wp-content/uploads/2019/08/4-Ss-Interview-download.pdf

