
C r o s s - Wa l k i n g  H a b i t s  o f  M i nd ,  A d a p t i v e  S c h o o l s  a nd 
C o g n i t i ve  C o a c h i n g  S M

b y  M i c h a e l  D o l c e m a s c o l o ,  C o - D i r e c t o r ,  C e n t e r  f o r  A d a p t i v e 
S c h o o l s ;  a n d  M i c h e l e  D e  B e l l i s ,  A s s o c i a t e  D i r e c t o r  F o r 
N o r t h  A m e r i c a ,  I n s t i t u t e  f o r  H a b i t s  o f  M i n d

I n  C h a p t e r  7  o f  w h a t  i s  a f f e c t i o n a t e l y  k n o w n  a s  t h e 
“ C o g n i t i v e  C o a c h i n g  W e a v i n g  B o o k , ”  R o b e r t  G a r m s t o n  a n d 
C a r o l e e  H a y e s  d e s c r i b e  h o w  t h e  p r i n c i p l e s  a n d  t e n e t s  o f 
C o g n i t i v e  C o a c h i n g S M  i n f o r m  t h e  A d a p t i v e  S c h o o l s 
f r a m e w o r k .  I n  “ D e v e l o p i n g  A d a p t i v e  S c h o o l s , ”  G a r m s t o n 
a n d  H a y e s  o f f e r  e x a m p l e s  o f  h o w  m e d i a t i v e  s t r a t e g i e s 
s u p p o r t  i n d i v i d u a l  d e v e l o p m e n t  o n  t h e  o n e  h a n d — t h e  w o r k 
o f  C o g n i t i v e  C o a c h i n g - - a n d  o r g a n i z a t i o n a l  d e v e l o p m e n t  o n 
t h e  o t h e r — t h e  w o r k  o f  A d a p t i v e  S c h o o l s .

To  t h i s  c o m p a r i s o n  w e  w o u l d  a d d  H a b i t s  o f  M i n d ,  w i t h 
i t s  f o c u s  o n  t h e  d e v e l o p m e n t  o f  t h o u g h t f u l  b e h a v i o r s  i n  t h e 
c l a s s r o o m .

G a r m s t o n  a n d  H a y e s  a s s e r t ,  “ M a n y  l e a d e r s  a r e  f i n d i n g 
C o g n i t i v e  C o a c h i n g S M  t o  b e  a n  e x c e l l e n t  r e s o u r c e  f o r 
a c c e l e r a t i n g  t h e  d e v e l o p m e n t  o f  c o l l a b o r a t i v e  g r o u p s .  I n 
f a c t ,  s t a f f s  s k i l l e d  i n  C o g n i t i v e  C o a c h i n g S M  a c q u i r e  t h e 
s k i l l s  a n d  o r i e n t a t i o n s  o f  A d a p t i v e  S c h o o l s  p e r h a p s  t h r e e 
t i m e s  f a s t e r  t h a n  t h o s e  w i t h o u t  p r i o r  c o a c h i n g  w o r k . ”  ( 111 )

H a b i t s  o f  M i n d  a d d  t h e  s t u d e n t  c o m p o n e n t  o f 
d e v e l o p i n g  c l a s s r o o m  c o m m u n i t i e s  o f  l e a r n i n g ,  a  p a r a l l e l  t o 
t h e  P L C ’ s  o f  a d u l t s .

W h e n  w e  e x a m i n e  t h e  h i s t o r y  o f  h o w  A d a p t i v e  S c h o o l s 
w a s  c o - d e v e l o p e d  b y  G a r m s t o n  a n d  W e l l m a n ,  w e  s e e  t h a t 
t h e i r  e f f o r t  w a s  t o  t r a n s f e r  t h e  k n o w l e d g e  a n d  s k i l l s  o f  o n e -
o n - o n e  c o a c h i n g  t o  a  s y s t e m s  f o c u s .  C o g n i t i v e  C o a c h i n g 
g r e w  o u t  o f  t h e  d e c i s i o n  t o  m o d e l  c l a s s r o o m  t h i n k i n g 
b e h a v i o r s  i n  a d u l t  i n t e r a c t i o n s ;  f o r  s u p e r v i s i o n ,  m e n t o r i n g , 
p e e r  c o a c h i n g ,  a n d  t e a c h i n g  t o  m e d i a t e  t h i n k i n g .  I n 
O r g a n i z a t i o n a l  C u l t u r e  a n d  L e a d e r s h i p ,  E d g a r  S c h e i n 
o b s e r v e d ,  “ A l l  g r o u p s  s t r u g g l e  t o  a c h i e v e  a  s u c c e s s f u l 
b a l a n c e  b e t w e e n  m a n a g i n g  a n d  a d a p t i n g  t o  e x t e r n a l 
r e l a t i o n s h i p s  a n d  m a i n t a i n i n g  h a r m o n i o u s  a n d  e f f e c t i v e 
i n t e r n a l  r e l a t i o n s h i p s . ”  To  t h o s e  s t e e p e d  i n  C o g n i t i v e 
C o a c h i n g S M ,  t h i s  i s  u n d e r s t o o d  a s  n e g o t i a t i n g  t h e  t e n s i o n  o f 
h o l o n o m y.
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G a r m s t o n  a n d  H a y e s  b e g i n  t h e i r  s p e c i f i c  c r o s s w a l k  o f 
C o g n i t i v e  C o a c h i n g S M  a n d  A d a p t i v e  S c h o o l s  w i t h  a n 
u n d e r s t a n d i n g  t h a t  t h e r e  a r e  s o u r c e s  o f  e n e r g y  i n  g r o u p s  t o 
s u p p o r t  t h e m  i n  b e c o m i n g  i n c r e a s i n g l y  h o l o n o m o u s —
c o l l e c t i v e  e f f i c a c y,  c o n s c i o u s n e s s ,  f l e x i b i l i t y, 
c r a f t s m a n s h i p ,  a n d  i n t e r d e p e n d e n c e .  T h e s e  E n e r g y 
S o u r c e s  i n  g r o u p s  l i v e  a s  S t a t e s  o f  M i n d  i n  i n d i v i d u a l s . 
S i m i l a r  t o  t h e  w a y s  i n  w h i c h  a  C o g n i t i v e  C o a c h S M  m e d i a t e s 
t h e  S t a t e s  o f  M i n d  o f  t h e  c o a c h e e ,  s o  g r o u p  l e a d e r s , 
f a c i l i t a t o r s ,  a n d  e n g a g e d  g r o u p  m e m b e r s  m o n i t o r  a n d 
m e d i a t e  t h e  E n e r g y  S o u r c e s .

E n e r g y  S o u r c e s  a n d  S t a t e s  o f  M i n d  a r e  m a n i f e s t e d  i n 
i n d i v i d u a l  H a b i t s  o f  M i n d ,  s u c h  a s :   m e t a c o g n i t i o n / t h i n k i n g 
a b o u t  t h i n k i n g  ( c o n s c i o u s n e s s ) ;  t h i n k i n g  f l e x i b l y  a n d 
a p p l y i n g  p a s t  k n o w l e d g e ,  e m p a t h y  ( f l e x i b i l i t y ) ;  t h i n k i n g 
i n t e r d e p e n d e n t l y  ( i n t e r d e p e n d e n c e ) ;  p e r s i s t i n g ,  t a k i n g 
r e s p o n s i b l e  r i s k s ,  a p p l y i n g  p a s t  k n o w l e d g e  ( e f f i c a c y ) ;  a n d 
t h i n k i n g  a n d  c o m m u n i c a t i n g  w i t h  c l a r i t y  a n d  p r e c i s i o n 
( c r a f t s m a n s h i p ) .

C o s t a  a n d  K a l l i c k ,  i n  w r i t i n g  a b o u t  t h e  H a b i t s  o f  M i n d 
S c h o o l ,  m a y  v e r y  w e l l  h a v e  b e e n  d e s c r i b i n g  a  p l a c e  w h e r e 
H a b i t s ,  C o g n i t i v e  C o a c h i n g S M ,  a n d  A d a p t i v e  S c h o o l s  h a v e 
b e e n  h o l o n o m o u s l y  s y n t h e s i z e d :  

W e  a r e  o f t e n  a s k e d ,  “ H o w  w o u l d  y o u  k n o w  w h e n  
a n d  i f  t h e  H a b i t s  o f  M i n d  h a v e  b e e n  i n f u s e d ? ”  W e  
u s u a l l y  r e s p o n d  b y  s a y i n g  t h a t  w e ’ d  k n o w  i t  w h e n  
t h e r e  i s  a  “ h a r m o n y  o f  h e a r t  a n d  m i n d ” :  w h e n  i t  i s  
m i n d f u l l y  i n f u s e d  t h r o u g h o u t  t h e  c u r r i c u l u m ,  
i n s t r u c t i o n a l  p r a c t i c e s ,  a s s e s s m e n t  s t r a t e g i e s ,  t h e  
p e o p l e  i n  a n d  t h e  c u l t u r e  o f  t h e  s c h o o l s  –  n o t  j u s t  a  
H a b i t s  o f  M i n d  S c h o o l  b u t  t r u l y  a  “ m i n d f u l  s c h o o l ”  
d e d i c a t e d  t o  i m p r o v i n g  s o c i e t y.  T h e r e  i s  
i m p l e m e n t a t i o n  f i d e l i t y  i n  e v i d e n c e .  F u r t h e r m o r e ,  
w e  b e l i e v e  t h i s  i s  a  n e v e r - e n d i n g  j o u r n e y  t o w a r d s  
i n f u s i o n  r a t h e r  t h a n  a  s t a t u s  t o  b e  a c h i e v e d .  I t  
b e c o m e s  a  “ w a y  o f  b e i n g ”  r a t h e r  t h a n  a  “ t h i n g  t o  d o . ”  
( C o s t a  a n d  K a l l i c k ,  2 0 0 9 )

A s e c o n d  p o i n t  o f  c o n t a c t  t h a t  t h e  G a r m s t o n  a n d 
H a y e s  c h a p t e r  e x a m i n e s  i s  h o w  “ A d a p t i v e  S c h o o l s  d r a w  o n 
t h e  l a n g u a g e  t o o l s  a n d  v a l u e s  o f  C o g n i t i v e  C o a c h i n g S M  t o 
a s s i s t  g r o u p s  i n  m a k i n g  c o l l a b o r a t i v e  b e h a v i o r s  o v e r t , 
e x p l i c i t ,  a n d  i n t e n t i o n a l . ”  ( 11 6 )  T h e  c o a c h e s ’  s p e c i f i c  t o o l s 
o f  p a u s i n g ,  p a r a p h r a s i n g  a n d  p o s i n g  q u e s t i o n s  a p p e a r  a s 
t h e  f i r s t  f o u r  N o r m s  o f  C o l l a b o r a t i o n :   P a u s i n g , 
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p a r a p h r a s i n g ,  p l a c i n g  i n q u i r y  a t  t h e  c e n t e r ,  a n d  p r o b i n g  f o r 
s p e c i f i c i t y.

F u r t h e r m o r e ,  t h e  A d a p t i v e  S c h o o l s  N o r m  o f 
“ P r e s u m i n g  P o s i t i v e  I n t e n t i o n ”  i s  g r o u n d e d  i n  t h e  C o g n i t i v e 
C o a c h i n g S M  s k i l l  o f  e m b e d d i n g  p o s i t i v e  p r e s u p p o s i t i o n s  i n 
p a r a p h r a s e s  a n d  q u e s t i o n s ,  a n  e s s e n t i a l  p a r t  o f  t h e 
c o a c h e s ’  t o o l k i t .  T h i s  b e h a v i o r  i s  a  m a n i f e s t a t i o n  o f  s h a r e d 
b e l i e f  a m o n g  C o g n i t i v e  C o a c h e s  a n d  c o l l a b o r a t i v e  i n q u i r e r s 
g r o u n d e d  i n  t h e  A d a p t i v e  S c h o o l s  m e n t a l  m o d e l .

T h e s e  t o o l s  a n d  v a l u e s  a r e  c l e a r l y  e x e m p l i f i e d  i n  s u c h 
H a b i t s  o f  M i n d  a s  l i s t e n i n g  w i t h  u n d e r s t a n d i n g  a n d 
e m p a t h y,  t h i n k i n g  a n d  c o m m u n i c a t i n g  w i t h  c l a r i t y  a n d 
p r e c i s i o n ,  q u e s t i o n i n g  a n d  p r o b l e m - p o s i n g .

G a r m s t o n  a n d  W e l l m a n  h o l d  t h a t  m e e t i n g  s u c c e s s  i s 
i n f l u e n c e d  m o r e  b y  t h e  c o l l a b o r a t i v e  n o r m s  o f  t h e  g r o u p 
t h a n  b y  t h e  k n o w l e d g e  a n d  s k i l l  o f  a  f a c i l i t a t o r .  G r o u p 
m e m b e r  c a p a b i l i t i e s  s h a r e  t w o  s p e c i f i c  p o i n t s  o f  c o n t a c t 
w i t h  t h e  c a p a b i l i t i e s  o f  a  C o g n i t i v e  C o a c h S M :  K n o w  o n e ’ s 
i n t e n t i o n s  a n d  c h o o s e  c o n g r u e n t  b e h a v i o r s ,  a n d  s e t  a s i d e 
u n p r o d u c t i v e  p a t t e r n s  o f  l i s t e n i n g ,  r e s p o n d i n g ,  a n d 
i n q u i r i n g .

G r o u p s  m e m b e r  c a p a b i l i t i e s  t h e n  d i v e r g e  t o  “ K n o w 
w h e n  t o  s e l f - a s s e r t  a n d  w h e n  t o  i n t e g r a t e , ”  a n d  t o  “ K n o w 
a n d  s u p p o r t  t h e  g r o u p ’ s  p u r p o s e s ,  t o p i c s ,  p r o c e s s e s ,  a n d 
d e v e l o p m e n t . ”

T h e  f i n a l  t w o  C o g n i t i v e  C o a c h i n g S M  c a p a b i l i t i e s  a r e  t o 
a d j u s t  o n e ’ s  s t y l e  p r e f e r e n c e s ,  a n d  n a v i g a t e  a m o n g  a n d 
w i t h i n  c o a c h i n g  m a p s  a n d  s u p p o r t  s t r u c t u r e s .

I n  t h e i r  c r o s s - w a l k  o f  A d a p t i v e  S c h o o l s  a n d  C o g n i t i v e 
C o a c h i n g S M ,  G a r m s t o n  a n d  H a y e s  t h e n  m o v e  t o  t h e  t o p i c  o f 
i d e n t i t y.  I n  C o g n i t i v e  C o a c h i n g S M  t h e  g o a l  i s  t o  d e v e l o p 
o n e ’ s  i d e n t i t y  a s  a  m e d i a t o r  o f  t h i n k i n g .  C o l l a b o r a t i v e 
g r o u p s ,  t o o ,  h a v e  i d e n t i t i e s  w h i c h  s h a p e  o r g a n i z a t i o n a l 
v a l u e s ,  p o l i c i e s ,  a n d  d a i l y  p r a c t i c e s .  A d a p t i v e  S c h o o l s 
o f f e r s  g r o u p s  t h e  s e l f - c o a c h i n g  l e n s  o f  t h r e e  f o c u s i n g 
q u e s t i o n s  t o  a s s i s t  i n  c l a r i f y i n g  i d e n t i t y  a n d  c h a n g i n g  f o r m : 
W h o  a r e  w e ?  W h y  a r e  w e  d o i n g  t h i s ?  W h y  a r e  w e  d o i n g  t h i s 
t h i s  w a y ?

H a b i t s  o f  M i n d  h o l d s  c l e a r  c o n n e c t i o n s  w i t h  C o g n i t i v e 
C o a c h i n g  a n d  A d a p t i v e  S c h o o l s  i n  t h e  f o u n d a t i o n a l  v a l u e  o f 
b u i l d i n g  t r u s t ,  t h e  b e l i e f  i n  c a p a c i t y  b u i l d i n g ,  a n d 
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d e d i c a t i o n  t o  a  c o n s t r u c t i v i s t  a p p r o a c h .

I n  c l o s i n g  t h e i r  a r t i c l e ,  G a r m s t o n  a n d  H a y e s  r e c o g n i z e 
t h a t  “ O u r  c h a l l e n g e  i n  w o r k i n g  w i t h  A d a p t i v e  S c h o o l s  i s  t o 
t r a n s f e r  t h e  s k i l l s  t h a t  m e d i a t e  t h i n k i n g  o f  i n d i v i d u a l s  i n t o 
g r o u p s  w i t h  a n  i n t e n t i o n  t o  p r o m o t e  m e d i a t i v e  e n v i r o n m e n t s 
a n d  s e l f - d i r e c t e d  l e a r n i n g . ”  ( 1 2 3 )

To  t h a t  c h a l l e n g e  H a b i t s  o f  M i n d  w o u l d  a d d  t h e 
e x p a n s i o n  t o  t h e  c l a s s r o o m ,  a n d  i n c l u s i o n  o f  s t u d e n t s  i n 
t h e  m i x  o f  t h o s e  w h o  w o u l d  m e d i a t e  t h i n k i n g ,  a n d  d e v e l o p 
t h e  s e l f - d i r e c t e d n e s s  o f  t h e m s e l v e s  a n d  o t h e r s .

C o s t a ,  A .  a n d  K a l l i c k ,  B .  ( 2 0 0 9 ) .  L e a r n i n g  a n d  l e a d i n g  w i t h  
h a b i t s  o f  m i n d :  1 6  c h a r a c t e r i s t i c s  o f  s u c c e s s .  A l e x a n d r i a , 
V i r g i n i a :  A S C D .

G a r m s t o n ,  R .  a n d  H a y e s ,  C .  ( 2 0 0 3 ) .  D e v e l o p i n g  a d a p t i v e 
s c h o o l s .  I n  J .  E l l i s o n  a n d  C .  H a y e s  ( E d . ) ,  C o g n i t i v e 
c o a c h i n g :  W e a v i n g  t h r e a d s  o f  l e a r n i n g  a n d  c h a n g e  i n t o  t h e  
c u l t u r e  o f  a n  o r g a n i z a t i o n  ( p p .  1 0 9 - 1 2 4 ) .  N o r w o o d ,  M A : 
C h r i s t o p h e r - G o r d o n .

G a r m s t o n ,  R .  a n d  W e l l m a n ,  B .  ( 2 0 0 9 )  T h e  a d a p t i v e  s c h o o l : 
A s o u r c e b o o k  f o r  d e v e l o p i n g  c o l l a b o r a t i v e  g r o u p s . 
N o r w o o d ,  M A :  C h r i s t o p h e r - G o r d o n .  

S c h e i n ,  E .  ( 2 0 0 4 ) .  O r g a n i z a t i o n a l  c u l t u r e  a n d  l e a d e r s h i p  
( 3 r d  e d i t i o n ) .  S a n  F r a n c i s c o :  J o s s e y - B a s s .
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“ All three…are acorns off the same oak tree!" 
         –Art Costa

HABITS OF MIND COGNITIVE COACHINGSM ADAPTIVE SCHOOLS
1981—“Teaching for 
Intelligent Behavior” 
published in Educational  
Leadership

1985—1st Edition of 
Developing Minds 
published by ASCD

1991—“The School as a 
Home for the Mind” first 
published

1983—Art  & Bob co-teach 
a course on supervision at 
California State University 
Sacramento; legendary boat 
ride with Diane Zimmerman 
to create “Cognitive 
CoachingSM”

Jan. 12, 1984—First half 
day presentation on CC, 
Asilomar Staff Dev. Conf., 
Monterey, CA
6-day format delivered “in 
wine barrel in Sonama Co., 
CA”

1983-84—CA state 
legislation requires 
certification for principals 
and department chairs in 
supervision of instruction

1984 (thru 1994)—
Beginnings of Leather 
Apron Club to meet demand 
for supervision workshops 
and further refine CC

1985 (approx.)—formation 
of the Institute for Intelligent 
Behavior

1986 (approx.)—Yearly CC 
“Leadership Seminar” at 
Lake Tahoe begins

Early ‘80s—Bob explores 
group process skills and 
hosts Facilitation 
Associates Network: 
Costa, Shalit and Baker 
develop original Norms of 
Collaboration

Late ‘80s/early ‘90s—At a 
sidewalk café in NYC, 
while conducting a CC 
workshop for the AFT, 
Bruce and Bob sketch out 
the concepts for AS on a 
paper placemat.

1991—Bob & Bruce 
conduct series of 
workshops on 
“Developing Collaborative 
Groups”

1992—“How to Make 
Presentations that Teach 
and Transform” published 
by ASCD
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1999- Lauren Resnick’s 
statement, “one’s 
intelligence is the sum of 
one’s habits of mind” 
serves as a catalyst for 
further study of habits vs. 
behaviors which leads to 
the four-book series.

2000—Bena & Art publish 
Habits of Mind Series, 
ASCD

2008- The Institute for 
Habits of Mind (IHOM) is 
established with 7 
Associate Directors-
representing 7 regions 
across the world

1994—“Leather Apron” 
expands to become “Senior 
Associates” (Baker, Dyer, 
Lipton, Luidens, Tabor, 
Wellman, Zimmerman), 
along with 30 “Associates”

1994—CC: A Foundation 
for Renaissance Schools 
published by Christopher-
Gordon

1995—Yearly January 
Symposium begins at The 
Convent of Mount Alverno, 
CA

2000--Jane & Carolee 
become the co-directors of 
the Center for Cognitive 
Coaching

2002—2nd Edition of text 
published

2005-Present--Yearly 
Symposium moved to 
Denver

1994—“Premier 
Facilitation for Learning 
Organizations” presented 
at NSDC

1995— Bob & Bruce’s 
article, “Adaptive Schools 
in a Quantum Universe,” 
published in Educational  
Leadership

1996—First edition of 
Syllabus published by 
Four Hats Press

1997—1st edition of “The 
Presenter’s Fieldbook”

1999—“The Adaptive 
School: A Sourcebook for 
Developing Collaborative 
Groups” published by 
Christopher-Gordon

2005—2nd edition of 
“Presenter’s Fieldbook”

2008—Carolyn & Michael 
become the co-directors 
of the Center for Adaptive 
Schools
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2009- 1st International 
Conference for Habits of 
Mind is held in Malaysia

2009-  IHOM publishes “A 
Mindful Garden of Verses”
December 2010--Waikiki 
Elementary School 
becomes the first school 
to receive IHOM 
Certification

2011- Pilot On-line course 
for HOM is launched
 

Jan., 2011--Leadership 
Network Symposium

2009—2nd Edition of 
Sourcebook published

May, 2011—Trainers 
Meeting, Denver

*Thanks to Bill Baker for his monograph, “The History of Cognitive Coaching,” 
printed by the Center for Cognitive Coaching, as well as his personal 
communication.

*Thanks to contributions and edits from Art Costa, Bob Garmston, Jane Ellison, 
and Carolee Hayes.

7DRAFT  Dolcemascolo and De Bellis, January, 2011


