
Create positive organizational conditions for 
professional growth and job satisfaction

Research is clear: Staff members are most engaged and successful when they 

positively experience their work environments. The Catalyze tool from PERTS and 

UCCSR measures staff members’ perceptions of their organizational conditions, and 

provides practical, research-based strategies that support positive work environments. 

These insights can be used to strengthen organizational practices that boost student 

engagement and learning for all students.

Catalyze: Conditions for 
Professional Growth 

perts.net/catalyze

http://perts.net/catalyze
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COLLECTIVE VISION

Why it matters: 
People who contribute to their organization’s vision 
are more motivated and invested in change efforts.

Measures:
• �The organizational vision is communicated in a way 

that is clear and understandable to me.

• �The organizational vision reflects input from the 
communities we serve.

• �There is a shared sense of responsibility for 
advancing the organizational vision.

• �The organizational vision is used to guide choices 
and actions.

• �Professional learning is aligned to the organizational 
vision.

Response options: “Not at all true, A little true, Somewhat 
true, Mostly true, Completely true.”

Catalyze Organizational Conditions

EFFECTIVE SYSTEMS

Why it matters: 
People feel empowered and have higher levels of 
commitment to change and innovation when they 
have the resources they need to be successful and 
when systems are in place that facilitate collaboration 
and personal development.

Measures:
• �The systems of communication ensure I have the 

information I need.

• �The resources I need to do my job well are provided 
to me.

• �There are systems in place to facilitate productive 
collaboration.

• �There are systems in place to ensure staff receive 
regular, constructive feedback on their work.

• �There are systems in place to support an appropriate 
work-life balance.

Response options: “Not at all true, A little true, Somewhat 
true, Mostly true, Completely true.”

LEARNING CULTURE

Why it matters: 
People feel more satisfied and willing to innovate and 
share knowledge when they work in organizations 
that prioritize collaboration, experimentation, and 
reflection.

Measures:
• �There is consistent, protected time for collaborative 

learning.

• �There is a culture of using data to grow as 
professionals.

• �People regularly discuss challenges to learn from 
one another.

• �People are encouraged to innovate and experiment, 
even when success is not guaranteed.

Response options: “Not at all true, A little true, Somewhat 
true, Mostly true, Completely true.”

INCLUSIVE LEADERSHIP

Why it matters:
People have higher levels of motivation and 
commitment when they feel comfortable sharing 
their perspectives, have opportunities to participate 
in decision-making, and believe that leaders are 
responsive and willing to make changes.

Measures:
• �Leaders take my ideas and concerns seriously.

• �I have the autonomy to make decisions that impact 
my work.

• �Leaders actively work to share power and actions.

• �I trust that leaders will make reasonable and justified 
decisions.

Response options: “Not at all true, A little true, Somewhat 
true, Mostly true, Completely true.”

http://perts.net/catalyze
http://perts.net/catalyze
http://perts.net/catalyze/collective-vision
http://perts.net/catalyze/effective-systems
http://perts.net/catalyze/learning-culture
https://perts.net/catalyze/inclusive-leadership
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TRANSFORMATIVE EQUITY

Why it matters: 
People feel more informed and purposeful when they 
work together to identify, understand, and address 
equity issues in their organization.

Measures:
• �People have conversations about equity (e.g. race, 

gender identity, SES), even when they are difficult.

• �People actively work to disrupt inequitable systems 
and structures.

• �People encourage one another to acknowledge and 
challenge their biases.

• �All the communities we serve are included in decision-
making.

• �Professional learning promotes a shared language and 
understanding around the concept of equity.

Response options: “Not at all true, A little true, Somewhat true, 
Mostly true, Completely true.”

*Response options listed in green with an asterisk* are 

considered positive endorsements of an organizational 

condition. Catalyze reports present the percent of individuals 

who are experiencing each condition positively.

TRUSTING COMMUNITY

Why it matters: 
People feel a sense of increased well-being and are 
more likely to help each other when they work in an 
organization that prioritizes relationships.

Measures:
• �I feel respected.

• �I feel connected to my colleagues.

• �I am confident everyone is good at their job.

• �There is a great deal of collaboration among everyone.

• �People build trust with one another through actions, 
not just words.

• �Leaders demonstrate care for everyone’s well-being.

Response options: “Not at all true, A little true, Somewhat true, 
Mostly true, Completely true.”

http://perts.net/catalyze
http://perts.net/catalyze
http://perts.net/catalyze/transformative-equity
http://perts.net/catalyze/trusting-community
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Practices to Improve Organizational Conditions
The Catalyze survey provides insights into faculty, staff, or other key stakeholders experience the organizational 
conditions on their teams. The six organizational condition practice guides offer education leaders 
recommendations for research-based strategies to improve the conditions that the Catalyze survey measures. 

Explore the Practice Guides

•	 Collective Vision
•	 Effective Systems
•	 Inclusive Leadership
•	 Learning Culture

http://perts.net/catalyze
http://perts.net/catalyze
http://perts.net/catalyze/collective-vision
http://perts.net/catalyze/effective-systems
https://perts.net/catalyze/inclusive-leadership
http://perts.net/catalyze/learning-culture
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Improve Organizational Conditions, Foster Professional Growth

The Catalyze survey is part of the Catalyze program for education leaders to measure and build positive 
organizational conditions that foster professional growth and job satisfaction, as well as student learning and 
development. 

Learn more about Catalyze and how the program leverages faculty and staff feedback from the Catalyze survey 
into actionable recommendations personalized for each education leader.

ABOUT LDG
The Learning & Development Group (LDG) conducts and translates academic research for an education 
audience. We leverage social connectivity to contribute to the broad national movement to transform public 
schools. We work with educational leaders, principals, teachers, and students, to identify how best to transform 
schools into joyous, rigorous, and supportive learning environments for every young person, every day, 
everywhere. 

ABOUT PERTS
The Project for Education Research That Scales (PERTS) is an edtech nonprofit founded in 2010 at Stanford 
University. PERTS equips educators to create excellent and equitable learning conditions—conditions that foster 
engagement and accelerate learning. To do so, PERTS develops, tests, and scales the impact of evidence-based 
solutions in collaboration with hundreds of partner organizations. Learn more about our work, our team, and our 
partners at www.perts.net/about.

http://perts.net/catalyze
http://perts.net/catalyze
https://www.perts.net/catalyze
https://consortium.uchicago.edu/learning_and_development
https://www.perts.net/about
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Research About Catalyze Organizational Conditions
Catalyze assesses six organizational conditions found in the academic literature to facilitate staff organizational 
commitment and capacity beliefs, commitment to change and motivation, among other key enablers for 
organizational change. Below you’ll find relevant research for each condition.

COLLECTIVE VISION
1.	 Deming, W.E. (2000). Out of the crisis. Cambridge: MIT Press. 

2.	 Evans, L., Thornton, B., & Usinger, J. (2012). Theoretical frameworks to guide school improvement. NASSP 
bulletin, 96(2), 154-171. 

3.	 Geijsel, F., Sleegers, P., & van den Berg, R. (1999). Transformational leadership and the implementation of 
large-scale innovation programs. Journal of Educational Administration. 

4.	 Geijsel, F., Sleegers, P., Leithwood, K., & Jantzi, D. (2003). Transformational leadership effects on teachers’ 
commitment and effort toward school reform. Journal of educational administration. 

5.	 Geijsel, F. P., Sleegers, P. J., Stoel, R. D., & Krüger, M. L. (2009). The effect of teacher psychological and school 
organizational and leadership factors on teachers’ professional learning in Dutch schools. The elementary 
school journal, 109(4), 406-427. 

6.	 Hallinger, P., & Heck, R. H. (2002). What do you call people with visions? The role of vision, mission and goals 
in school leadership and improvement. In Second international handbook of educational leadership and 
administration (pp. 9-40). Springer, Dordrecht. 

7.	 Leithwood, K., Tomlinson, D., & Genge, M. (1996). Transformational school leadership. In International 
handbook of educational leadership and administration (pp. 785-840). Springer, Dordrecht. 

8.	 Reeves, T. C. (2006). How do you know they are learning? The importance of alignment in higher education. 
International Journal of Learning Technology, 2(4), 294-309. 

http://perts.net/catalyze
http://perts.net/catalyze
https://doi.org/10.3102/0002831216677002 
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EFFECTIVE SYSTEMS
1.	 Grissom, J. A., Egalite, A. J., & Lindsay, C. A. (2021). How principals affect students and schools. New York: The 

Wallace Foundation. Retrieved from: http://www.wallacefoundation.org/principalsynthesis 

2.	 Hardison, H. (October 21, 2021) What teachers value most in their principals. Ed Week. https://www.edweek.
org/leadership/what-teachers-value-most-in-their-principals/2021/10 

3.	 Johnson, S. M., Berg, J. H., & Donaldson, M. L. (2005). Who stays in teaching and why?: A review of the 
literature on teacher retention. Project on the Next Generation of Teachers, Harvard Graduate School of 
Education. 

4.	 Lasater, K. (2016). School leader relationships: The need for explicit training on rapport, trust, and 
communication. Journal of School Administration Research and Development, 1(2), 19-26. 

5.	 Lewis, K. & Kuhfeld, M. (2023). Education’s long COVID: 2022–23 achievement data reveal stalled progress 
toward pandemic recovery. NWEA. 

6.	 Louis, K. S., Murphy, J., & Smylie, M. (2016). Caring leadership in schools: Findings from exploratory analyses. 
Educational administration quarterly, 52(2), 310-348. 

7.	 National Equity Project (2015). Leading for Equity: Leading from the Inside Out. 

8.	 National Equity Project (2020). Designing & Facilitating Meetings for Equity. 

9.	 Nguyen, T. D. (2021). Linking school organizational characteristics and teacher retention: Evidence from 
repeated cross-sectional national data. Teaching and Teacher Education, 97, 103220. 

10.	 Rix, K. (December 20, 2021) To increase and maintain teacher diversity, listen to teachers of color. The 
Hechinger Report. https://hechingerreport.org/listen-to-teachers-of-color-to-maintain-teacher-diversity/ 

11.	 Steiner, E. D., Doan, S., Woo, A., Gittens, A. D., Lawrence, R. A., Berdie, L., & Schwartz, H. L. (2022). Restoring 
teacher and principal well-being is an essential step for rebuilding schools. RAND Corporation. https://www.
rand.org/pubs/research_reports/RRA1108-4.html

12.	 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. 

http://perts.net/catalyze
http://perts.net/catalyze
http://www.wallacefoundation.org/principalsynthesis
https://doi.org/10.3102/0002831216677002 
https://www.edweek.org/leadership/what-teachers-value-most-in-their-principals/2021/10
https://www.edweek.org/leadership/what-teachers-value-most-in-their-principals/2021/10
https://hechingerreport.org/listen-to-teachers-of-color-to-maintain-teacher-diversity/
https://www.rand.org/pubs/research_reports/RRA1108-4.html
https://www.rand.org/pubs/research_reports/RRA1108-4.html
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INCLUSIVE LEADERSHIP
1.	 Acker-Hocevar, M., & Touchton, D. (1999). A Model of Power as Social Relationships: Teacher Leaders 

Describe the Phenomena of Effective Agency in Practice. 

2.	 Angelle, P., & Teague, G. M. (2014). Teacher leadership and collective efficacy: Teacher perceptions in three 
US school districts. Journal of Educational Administration. 

3.	 Bryk, A., & Schneider, B. (2002). Trust in schools: A core resource for improvement. Russell Sage Foundation. 

4.	 CASEL, Guide to Schoolwide SEL, Empathy Interview protocol. https://schoolguide.casel.org/resource/
empathy-interview-protocol/ 

5.	 CASEL, (June 2021). The CASEL Guide to Schoolwide SEL Essentials. A printable compilation of key activities 
and tools for school teams. Retrieved from https://casel.s3.us-east-2.amazonaws.com/2021.6.15_School-
Guide-Essentials.pdf 

6.	 Coach Interviews (2021), excerpts from UChicago Consortium Equitable Learning and Development Group, 
BELE Network Research (unpublished). 

7.	 Edition, E. (2013). The school principal as leader: Guiding schools to better teaching and learning. https://
www.wallacefoundation.org/knowledge-center/Documents/The-School-Principal-as-Leader-Guiding-Schools-
to-Better-Teaching-and-Learning-2nd-Ed.pdf 

8.	 Elmore, R. F., Forman, M. L., Stosich, E. L., & Bocala, C. (2014). The Internal Coherence Assessment Protocol & 
Developmental Framework: Building the Organizational Capacity for Instructional Improvement in Schools. 
Research Paper. Strategic Education Research Partnership. 

9.	 Farndale, E., Van Ruiten, J., Kelliher, C., & Hope-Hailey, V. (2011). The influence of perceived employee voice 
on organizational commitment: An exchange perspective. Human Resource Management, 50(1), 113-129. 

10.	 Gao, A., & Jiang, J. (2019). Perceived empowering leadership, harmonious passion, and employee voice: the 
moderating role of job autonomy. Frontiers in psychology, 10, 1484. 

11.	 Geijsel, F. P., Sleegers, P. J. C., Stoel, R. D., Krüger, M. L. (2009). The effect of teacher psychological and school 
organizational and leadership factors on teachers’ professional learning in Dutch schools. Elementary School 
Journal, 109, 406-427.

12.	 Grissom, J. A., Egalite, A. J., & Lindsay, C. A. (2021). How principals affect students and schools. New York: 
The Wallace Foundation. Retrieved from: http://www.wallacefoundation.org/principalsynthesis efficacy and 
student achievement. Leadership and policy in schools, 3(3), 189-209. 

13.	 Hardison, H. (October 21, 2021) What teachers value most in their principals. Ed Week. https://www.edweek.
org/leadership/what-teachers-value-most-in-their-principals/2021/10

14.	 Lasater, K. (2016). School leader relationships: The need for explicit training on rapport, trust, and 
communication. Journal of School Administration Research and Development, 1(2), 19-26. 

15.	 Learning Policy Institute & Turnaround for Children. (2021). Design principles for schools: Putting the science 
of learning and development into action. 

16.	 Louis, K. S., Marks, H. M., & Kruse, S. (1996). Teachers’ professional community in restructuring schools. 
American educational research journal, 33(4), 757-798.

http://perts.net/catalyze
http://perts.net/catalyze
https://doi.org/10.3102/0002831216677002 
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https://casel.s3.us-east-2.amazonaws.com/2021.6.15_School-Guide-Essentials.pdf
https://www.wallacefoundation.org/knowledge-center/Documents/The-School-Principal-as-Leader-Guiding-
https://www.wallacefoundation.org/knowledge-center/Documents/The-School-Principal-as-Leader-Guiding-
https://www.wallacefoundation.org/knowledge-center/Documents/The-School-Principal-as-Leader-Guiding-
https://www.edweek.org/leadership/what-teachers-value-most-in-their-principals/2021/10 
https://www.edweek.org/leadership/what-teachers-value-most-in-their-principals/2021/10 
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INCLUSIVE LEADERSHIP, CONT.
18.	 Mapp, K. L., & Bergman, E. (2019). Dual capacity-building framework for family-school partnerships (Version 

2). Dual Capacity. Retrieved from: www.dualcapacity.org. 

19.	 Marks, H. M., & Louis, K. S. (1997). Does teacher empowerment affect the classroom? The implications of 
teacher empowerment for instructional practice and student academic performance. Educational evaluation 
and policy analysis, 19(3), 245-275. 

20.	 Moller, G., Childs-Bowen, D., & Scrivner, J. (2001). Teachers of the Year Speak Out: Tapping into Teacher 
Leadership. A SERVE Special Report. 

21.	 National Equity Project (2015). Leading for Equity: Leading from the Inside Out.

22.	 National Equity Project (2020). Designing & Facilitating Meetings for Equity. 

23.	 Peterson, N. A., Speer, P. W., & McMillan, D. W. (2008). Validation of a brief sense of community. 

24.	 scale: Confirmation of the principal theory of sense of community. Journal of community psychology, 36(1), 
61-73. 

25.	 Rees, C., Alfes, K., & Gatenby, M. (2013). Employee voice and engagement: connections and consequences. 
The International Journal of Human Resource Management, 24(14), 2780-2798. 

26.	 Smylie, M. A., Lazarus, V., & Brownlee-Conyers, J. (1996). Instructional outcomes of school-based participative 
decision making. Educational evaluation and policy analysis, 18(3), 181-198. 

27.	 The Search Institute. (2018, June 14). The Power of Sharing Power [Video]. Retrieved from https://www.
search-institute.org/power-of-share-power/ 

28.	 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.

29.	 Wentworth, L., Kessler, J., & Darling-Hammond, L. (2013). Elementary schools for equity: Policies and 
practices that help close the opportunity gap. 

30.	 Zeldin, S., Krauss, S. E., Collura, J., Lucchesi, M., & Sulaiman, A. H. (2014). Conceptualizing and measuring 
youth–adult partnership in community programs: A cross national study. American Journal of Community 
Psychology, 54(3-4), 337-347.
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LEARNING CULTURE
1.	 Borko, H. (2004). Professional development and teacher learning: Mapping the terrain. Educational 

researcher, 33(8), 3-15. 

2.	 Bryk, A. S., Gomez, L. M., Grunow, A., & LeMahieu, P. G. (2015). Learning to improve: How America’s schools 
can get better at getting better. Harvard Education Press. 

3.	 Fullan, M. and Ballew, A.C. (2002). Leading in a Culture of Change, Jossey-Bass, San Francisco, CA. 

4.	 Geijsel, F., Sleegers, P., van den Berg, R., & Kelchtermans, G. (2001). Conditions fostering the implementation 
of large-scale innovation programs in schools: Teachers’ perspectives. Educational Administration Quarterly, 
37(1), 130-166.

5.	 Geijsel, F. P., Krüger, M. L., & Sleegers, P. J. (2010). Data feedback for school improvement: The role of 
researchers and school leaders. The Australian Educational Researcher, 37(2), 59-7. 

6.	 Levine, T. H., & Marcus, A. S. (2007). Closing the achievement gap through teacher collaboration: Facilitating 
multiple trajectories of teacher learning. Journal of advanced academics, 19(1), 116-138. 

7.	 Little, J. W. (1982). Norms of collegiality and experimentation: Workplace conditions of school success. 
American educational research journal, 19(3), 325-340. 

8.	 O’Meara, K., Rivera, M., Kuvaeva, A., & Corrigan, K. (2017). Faculty learning matters: Organizational conditions 
and contexts that shape faculty learning. Innovative Higher Education, 42(4), 355-376. 

9.	 Pitcher, M. A., Duncan, S. J., Nagaoka, J., Moeller, E., Dickerson, L., & Beechum, N. O. (2016). A capacity-
building model for school improvement. The Network for College Success. 

10.	 Roderick, M., Kelley-Kemple, T., Johnson, D. W., & Beechum, N. O. (2014). Preventable Failure: Improvements 
in Long-Term Outcomes When High Schools Focused on the Ninth Grade Year. Research Summary. 
University of Chicago Consortium on Chicago School Research. 

11.	 Schlund, J., Jagers, R., & Schlinger, M. (2020) Emerging Insights on Advancing Social and Emotional 
Learning (SEL) as a Lever for Equity and Excellence. Chicago, IL: CASEL. Retrieved from: https://bit.ly/
CASELEquityInsights

12.	 Smylie, M. A. (2010). Continuous school improvement. Corwin Press. 

13.	 Thoonen, E. E., Sleegers, P. J., Oort, F. J., Peetsma, T. T., & Geijsel, F. P. (2011). How to improve teaching 
practices: The role of teacher motivation, organizational factors, and leadership practices. Educational 
administration quarterly, 47(3), 496-536.
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TRANSFORMATIVE EQUITY
1.	 Brookfield, S. D., & Hess, M. E. (2021). Becoming a White Antiracist: A Practical Guide for Educators, Leaders, 

and Activists. Stylus Publishing, LLC. 

2.	 Coach Interview (2021), excerpts from UChicago Consortium Equitable Learning and Development Group, 
BELE Network Research (unpublished). 

3.	 Johnson, D. (2021). The Fab Five: Student Experience Surveys, Rebel Leadership, and Relationship at Scale 
(unpublished). 

4.	 Lewis, A. E., & Diamond, J. B. (2015). Despite the best intentions: How racial inequality thrives in good 
schools. Oxford University Press.

5.	 Love, B. L. (2019). We want to do more than survive: Abolitionist teaching and the pursuit of educational 
freedom. Beacon Press. 

6.	 National Equity Project (2015). Leading for Equity: Leading from the Inside Out. 

7.	 National Equity Project (2020). Designing & Facilitating Meetings for Equity. 

8.	 Retta, M. (June 19, 2020) Minneapolis Public Schools Abolished Their Police First https://www.thenation.com/
article/activism/minneapolis-public-schools/ 

9.	 Watkins, Molly (October 25, 2021). Building Anti-Racist Schools Amidst Backlash: A Conversation with the 
National Equity Project’s Kathleen Osta The Promise https://medium.com/the-promise/building-antiracist-
schools-amidst-backlash-a-conversation-with-kathleen-osta-ec38c6e96149 

TRANSFORMATIVE EQUITY
1.	 Boyd, N. M., & Nowell, B. (2017). Testing a theory of sense of community and community responsibility in 

organizations: An empirical assessment of predictive capacity on employee well-being and organizational 
citizenship. Journal of Community Psychology, 45(2), 210-229. 

2.	 CASEL, (June 2021). The CASEL Guide to Schoolwide SEL Essentials. A printable compilation of key activities 
and tools for school teams. Retrieved from https://casel.s3.us-east-2.amazonaws.com/2021.6.15_School-
Guide-Essentials.pdf 

3.	 Coach Interviews (2021), excerpts from UChicago Consortium Equitable Learning and Development Group, 
BELE Network Research (unpublished). 

4.	 Cosner, S. (2009). Building organizational capacity through trust. Educational Administration Quarterly, 45(2), 
248-291.

5.	 Murphy, J. (2015). Creating communities of professionalism: addressing cultural and structural barriers. 
Journal of Educational Administration. 

6.	 Thoonen, E. E., Sleegers, P. J., Oort, F. J., Peetsma, T. T., & Geijsel, F. P. (2011). How to improve teaching 
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