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Sustainable Learning
Communities
Theory of Change & Reflection Guide

A practical workbook for seeing the system more clearly, choosing

manageable priorities, and exploring how AI can support human-

centered improvement. 

Visibility. Sustainability. Empowerment.
The Greater Learning



PURPOSE

Use the workbook to move from reflection to
action.
The Greater Learning helps organizations identify the conditions that make meaningful work

possible: clarity, collaboration, recognized expertise, supportive pathways, useful feedback, and

genuine agency. 

Sustainability is not achieved by asking individuals to carry more. It is built by
redesigning the conditions surrounding the work. 

USE THIS WORKBOOK WHEN

Launching an initiative, reviewing organizational culture,
strengthening educator support, planning a leadership
retreat, or preparing for a 30-, 60-, or 90-day
improvement cycle.

WHAT THE TOOL IS NOT

A compliance checklist, a personnel-evaluation tool, or a
replacement for listening. The goal is to surface patterns
and support better human decisions.

A S IMPLE THEORY OF CHANGE

When organizations make hidden conditions visible, they can
improve them.

1. Listen
Gather lived
experience,
documents,
routines, and
practical evidence.

→
2. Make
sense
Identify patterns,
tensions,
strengths, and
barriers.

→
3. Prioritize
Choose one or two
changes with the
greatest potential
to reduce strain.

→
4. Act
Test manageable
shifts with clear
ownership and
practical
measures.

→
5. Revisit
Study what
changed, who
experienced it
differently, and
what comes next.

Visibility
People and patterns are seen more
clearly.

Sustainability
Important work depends less on
overextension.

Empowerment
People gain meaningful voice and
agency.
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THE ROLE OF A I

AI should support sensemaking, not replace
judgment.
The AI component is designed as a transparent planning copilot. It can help teams organize

evidence, notice patterns, prepare questions, and draft next steps while keeping human

interpretation at the center. 

AI can help
✓ Synthesize themes from surveys, interviews, and

meeting notes.

✓ Compare stated priorities with actual structures and
routines.

✓ Surface tensions that warrant human exploration.

✓ Draft focused 30-, 60-, or 90-day improvement
cycles.

✓ Recommend relevant tools and reflection prompts.

AI should not
× Evaluate individual educators or automate personnel

decisions.

× Score belonging, culture, or leadership as if context
can be reduced to one number.

× Replace facilitated conversation, professional
judgment, or community voice.

× Use private reflection data for discipline or
surveillance.

THREE CONCRETE EXAMPLES

EXAMPLE 1  |  IN IT IATIVE OVERLOAD

“Staff feedback and calendar review suggest that four active priorities are competing for the same planning time. Which
initiative could be paused, sequenced differently, or discontinued?”

EXAMPLE 2  |  INVISIBLE LABOR

“A small number of community-connected staff members appear to handle most family communication and crisis
response. What responsibilities need formal recognition, redistribution, or additional support?”

EXAMPLE 3  |  NEW EDUCATOR SUPPORT

“New educators report receiving logistical information but inconsistent mentoring. Would a 90-day support cycle with
structured check-ins and mentor prompts address the gap?”
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FRAMEWORK

Three outcomes. Eight connected lenses.
The outcomes describe what sustainable learning communities make possible. The lenses help

teams identify which conditions are supporting people - and which conditions are making the work

harder to sustain. 

Visibility
Are people seen, recognized, and
able to contribute fully?

Sustainability
Are the conditions in place for
people to enter, remain, create,
grow, and lead?

Empowerment
Do people have the relationships,
agency, support, and opportunities
required to shape the system?

LENS 1

Coherence
Align priorities, systems,
communication, and
daily practice.

LENS 2

Collaboration
Build trusting structures
for shared problem-
solving.

LENS 3

Community
Knowledge &
Cultural Wealth
Recognize the assets
already present within
the community.

LENS 4

Visibility &
Recognition
Make expertise, identity,
contributions, and labor
visible.

LENS 5

Belonging
Create conditions where
people feel supported
and able to contribute.

LENS 6

Pathways &
Access
Expand access to
preparation, resources,
mentoring, and
leadership.

LENS 7

Feedback &
Growth
Use reflection and
evaluation to create
clarity, trust, and
learning.

LENS 8

Voice & Agency
Give people meaningful
ways to shape decisions
and improvement.

The goal is not a perfect score. The goal is a clearer conversation about what to
strengthen next.
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LENS 1

Coherence

Are priorities, systems, communication, and daily practice aligned?

Reflection statement Rating Evidence or example

People can identify the most important priorities.

New initiatives connect to existing goals rather than layering on top of them.

Daily work is meaningfully connected to the larger vision.

The organization regularly simplifies or discontinues practices that create unnecessary
strain.

REFLECTION PROMPTS

Where do people receive mixed messages?

What are people being asked to hold simultaneously?

What could be stopped, simplified, or sequenced more
clearly?

ILLUSTRATIVE AI-SUPPORTED PROMPT

Staff feedback and planning calendars suggest that three
initiatives are competing for the same collaborative time.
Which one should be paused or integrated?

ONE MEANINGFUL NEXT STEP

EVIDENCE TO REVISIT IN 60 TO 90 DAYS
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LENS 2

Collaboration

Are people solving problems together through clear, trusting, and productive structures?

Reflection statement Rating Evidence or example

Collaboration is built into routines rather than left to chance.

Teams have meaningful time to plan, learn, and solve problems together.

Responsibility is distributed rather than carried by a small number of people.

Meetings produce decisions, clarity, and next steps.

REFLECTION PROMPTS

Where are people working in silos?

Where do we confuse collaboration with additional
meetings?

Who is consistently carrying more than their share?

ILLUSTRATIVE AI-SUPPORTED PROMPT

The same issue appears in four meetings, but no team
owns the decision. Would clarifying decision rights
reduce duplication?

ONE MEANINGFUL NEXT STEP

EVIDENCE TO REVISIT IN 60 TO 90 DAYS
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LENS 3

Community Knowledge & Cultural
Wealth

Does the organization build upon the knowledge, relationships, creativity, and lived experience already
present within its community?

Reflection statement Rating Evidence or example

Community knowledge is recognized as an organizational asset.

People with deep community knowledge meaningfully shape decisions.

Learning environments reflect the communities they serve.

The organization avoids relying on cultural or relational knowledge informally without
support.

REFLECTION PROMPTS

Whose knowledge is recognized formally?

Whose expertise is relied upon informally?

Where are we overlooking assets already present in the
community?

ILLUSTRATIVE AI-SUPPORTED PROMPT

Listening notes suggest that family trust is concentrated
in a few community-connected staff members. How could
that expertise be recognized and built into the formal
system?

ONE MEANINGFUL NEXT STEP

EVIDENCE TO REVISIT IN 60 TO 90 DAYS
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LENS 4

Visibility &
Recognition

Whose expertise, identity, contributions, and labor are visible and valued?

Reflection statement Rating Evidence or example

Essential but easy-to-overlook work is recognized.

Workload decisions account for both formal and informal responsibilities.

People are not routinely asked to translate, mentor, repair, or respond to crises without
support.

Recognition includes authority, resources, compensation, or workload adjustments
when appropriate.

REFLECTION PROMPTS

Who is quietly holding the organization together?

What labor do we benefit from without naming?

What would meaningful recognition look like?

ILLUSTRATIVE AI-SUPPORTED PROMPT

A small number of staff members appear to absorb most
urgent family communication. What should be
redistributed, compensated, or formally assigned?

ONE MEANINGFUL NEXT STEP

EVIDENCE TO REVISIT IN 60 TO 90 DAYS
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LENS 5

Belonging

Do people experience the organization as a place where they are seen, supported, and able to contribute
fully?

Reflection statement Rating Evidence or example

People experience respect and belonging across roles and identities.

New people receive support that helps them become part of the community.

People are not left to navigate isolation alone.

Responses to mistakes allow for accountability, learning, and repair.

REFLECTION PROMPTS

Who feels most connected here?

Who may be navigating isolation?

Where does belonging depend on fitting an existing
norm?

ILLUSTRATIVE AI-SUPPORTED PROMPT

Onboarding materials are strong on logistics but light on
relationships. Would mentor pairings and first-90-day
connection prompts strengthen belonging?

ONE MEANINGFUL NEXT STEP

EVIDENCE TO REVISIT IN 60 TO 90 DAYS
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LENS 6

Pathways &
Access

Can people access the preparation, resources, mentorship, and opportunities required to grow and lead?

Reflection statement Rating Evidence or example

People understand the pathways available for growth and leadership.

The organization identifies barriers related to cost, time, credentialing, or access.

Mentoring and sponsorship are structural rather than accidental.

Capacity is developed within the community rather than through external recruitment
alone.

REFLECTION PROMPTS

Who has a clear pathway to grow?

Who may be overlooked?

What barriers make advancement harder than
necessary?

ILLUSTRATIVE AI-SUPPORTED PROMPT

Several staff members express interest in advancement
but cite cost and scheduling barriers. Which supports
could make the pathway more accessible?

ONE MEANINGFUL NEXT STEP

EVIDENCE TO REVISIT IN 60 TO 90 DAYS
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LENS 7

Feedback &
Growth

Do reflection, evaluation, and feedback practices create clarity, trust, learning, and meaningful growth?

Reflection statement Rating Evidence or example

Expectations and success criteria are clear.

Feedback is direct, respectful, and connected to growth.

People can ask questions and name concerns without fear of dismissal.

Evaluation processes account for context and invite reflection.

REFLECTION PROMPTS

Where might ambiguity be creating unnecessary
anxiety?

Do evaluation practices build learning or document
compliance?

How do people experience feedback from supervisors
and peers?

ILLUSTRATIVE AI-SUPPORTED PROMPT

Survey responses suggest that people receive feedback
inconsistently and often after problems escalate. Would a
lighter, more regular reflection rhythm improve clarity?

ONE MEANINGFUL NEXT STEP

EVIDENCE TO REVISIT IN 60 TO 90 DAYS
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LENS 8

Voice &
Agency

Do people have meaningful ways to share what they know, influence decisions, and shape improvement?

Reflection statement Rating Evidence or example

People have clear ways to share feedback, questions, and concerns.

Leaders listen for patterns rather than only the loudest voices.

Feedback is acknowledged and connected to visible action when appropriate.

Listening structures include people who may be less likely to speak publicly.

REFLECTION PROMPTS

Whose voices shape decisions most often?

Whose voices are easier to miss?

What happens after people share feedback?

ILLUSTRATIVE AI-SUPPORTED PROMPT

Leadership reflections emphasize collaboration, while
staff feedback suggests major decisions are often
communicated after they are made. Where could
participation happen earlier?

ONE MEANINGFUL NEXT STEP

EVIDENCE TO REVISIT IN 60 TO 90 DAYS
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PATTERN ANALYSIS

Step back and look for patterns.
The goal is not to achieve the highest score in every area. The goal is to identify the few changes

most likely to reduce strain and strengthen the system.

STRONGEST CONDITIONS

Which two lenses are currently strongest? What
evidence supports that conclusion?

MOST SIGNIFICANT GAPS

Which two lenses require the most attention? What
evidence supports that conclusion?

IMPORTANT TENSIONS

Where is there a gap between stated values and lived experience?

HOW AI  COULD SUPPORT THIS STEP

AI can synthesize recurring themes across reflection scores, survey responses, calendars, and listening notes. The
output should be treated as a set of questions for human interpretation - not as an automated verdict.
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PRIORITY SETTING

Choose no more than two priorities.
A meaningful priority addresses a real pattern, reduces strain rather than adding another initiative,

includes the people most affected, and can be revisited over time.

PRIORITY 1

WHICH LENS?

WHAT NEEDS TO CHANGE?

WHO SHOULD SHAPE THE PLAN?

WHAT IS ONE CONCRETE ACTION IN THE NEXT 30 DAYS?

WHAT EVIDENCE WILL HELP US KNOW WHETHER IT IS
WORKING?

PRIORITY 2

WHICH LENS?

WHAT NEEDS TO CHANGE?

WHO SHOULD SHAPE THE PLAN?

WHAT IS ONE CONCRETE ACTION IN THE NEXT 30 DAYS?

WHAT EVIDENCE WILL HELP US KNOW WHETHER IT IS
WORKING?

ILLUSTRATIVE AI -SUPPORTED ACTION PLAN DRAFT

“Based on the selected priority, draft a 90-day plan with one owner, two milestones, a short staff-feedback loop, and one
measure of reduced strain. Flag any step that adds a new meeting or reporting burden.”
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TEAM CONVERSATION PROTOCOL

Create an honest, manageable conversation.
BEFORE THE CONVERSATION

Complete the reflection individually.

Gather evidence: schedules, surveys, routines, policies,
and lived experience.

Decide what information is private, shared, or
aggregated.

DURING THE CONVERSATION

Compare patterns rather than debating every rating.

Ask where experience differs across roles, identities,
and settings.

Choose no more than two priorities.

AFTER THE CONVERSATION

Assign one owner and a first action.

Identify evidence to revisit.

Return after 60 to 90 days and adapt based on what
changed.

AI GUARDRAILS

Use AI to support synthesis, not judgment.

Keep private reflection data private by default.

Show the evidence behind AI-generated themes.

Require human review before adopting
recommendations.

The best next step is usually not the biggest one. It is the change that creates
clearer conditions for people to do meaningful work together.

CLOSING REFLECTION

WHAT CAN WE MAKE MORE COHERENT?

WHAT CAN WE CARRY MORE COLLABORATIVELY?

WHAT CONDITION WOULD MAKE THE WORK MORE SUSTAINABLE?

THE GREATER LEARNING | FACILITATION PROTOCOL
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ABOUT THE GREATER LEARNING

Build systems people can thrive inside.
The Greater Learning helps schools, education organizations, and learning communities build

coherent systems, collaborative practice, and sustainable pathways for growth. 

Consulting & facilitation
Diagnostics, retreats, implementation planning, adult
learning, and leadership development.

Research partnerships
Participant-centered inquiry, listening processes,
research-to-practice briefs, and action planning.

AI-supported tools
Human-centered workflows for reflection, pattern
synthesis, planning, and sustainable improvement.

Learning communities
Resources for schools, educator pathways, homeschool
co-ops, microschools, and non-traditional settings.

Coherent systems. Collaborative practice. Sustainable growth.

alaina@thegreaterlearning.com

thegreaterlearning.com
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