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Culture Architecture 
SECTION II: Culture Architecture 
1. Professional Norms Framework 
A prepared adult institution does not rely on implied expectations. Professional culture must be 
explicit. 
When norms are unspoken, they are enforced unevenly. When they are written, they can be practiced 
consistently. 
The Professional Norms Framework defines the behavioral expectations that make adult autonomy 
possible. 
A. Clarity Over Assumption 
Expectations are written, not inferred. 
Responsibilities are role-specific, not personality-dependent. 
Concerns are addressed directly, not through informal channels. 
Feedback is part of normal practice, not reserved for crisis. 
Leadership responsibility: 
Ensure norms are documented and revisited annually. 
B. Direct Communication as Default 
Adults address concerns with the individual involved before escalating. 
Triangulation is interrupted immediately and redirected. 
Leaders model directness without aggression. 
Meetings are structured to prevent side conversations and informal verdicts. 
Leadership responsibility: 
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Silent power shifts 
Public correction across roles 
Escalation confusion 
Leadership bypassing 
C. Escalation Pathways 
Authority clarity requires predictable escalation. 
Concern Type 
First Step 
Second Step 
Final Escalation 
Classroom conflict 
Direct conversation 
Coordinator mediation 
Head review 
Performance concern 
Supervisor documentation 
Improvement plan 
Formal review process 
Policy disagreement 
Leadership discussion 
Board committee review 
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