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Message from Judy Jeffrey

Welcome to first ever event – The Iowa leadership academy

Related her experiences over the past seven days to our work here:

While we tend to keep our stations tuned to the same place – she realized she has been all over the dial.  Her past few days are examples of that.

Day 1 – addressed several different boards, the people talked about how education grows the future workforce, all who care about the future workforce in Iowa believe that education is their hope.

Day 2 – Addressed the state board of education annual retreat to develop their strategic plan for Iowa, they spent time thinking about their vision, they want every student who leaves our system prepared to compete in this global economy but also contribute to their communities and be positive family members, talked a lot about the ethics of our profession.

Day 3 – talked to a HS Jr. and asked him about what he will be taking next year – he said he had exhausted his options at the HS and was taking some (18) credits from the community college – when asked about the rigor of the courses he would be taking, he responded somewhat but said that he was just interested in accumulating as many credits as possible.

Day 4 – in Walmart – asked the checker about her HS experience – she said she just wanted to get out and get on with her life.

Day 5 – In the car with her granddaughter – her grand daughter asked her what “reading between the lines” means – she explained and her granddaughter said, “when I hear my voice I always know what it’s saying.”

Day 6 – HS principal and MS principal – Talked about how to get change moving in Iowa, asked them what turnkeys she should be attending to?

· aid in connecting everything for our teachers, they don’t see the connections, 

· you should want a great leader in every school, 

· spend more time with bringing the district leadership on board (superintendents and boards). As a principal I have a lot to manage but unless the supt. and local board provide resources and support we will love them and leave them like we always have before.

Also met with a representative from Microsoft – education gets 50% of the unclaimed $$$. Was asked to develop a plan that will make a difference with lots of innovation. Don’t want to dribble the money out.  Looking for lots of innovation.  Are we up to it?

There is a hunger in Iowa for education to step up to the plate. Still do trust us. The door is open and they want you to walk in. Through collaborative efforts they want us to demonstrate what school truly can do. 

Believe schools still look like they did when they went to school.  Don’t see how things are changing.  Want us to be risk takers.  They think we are too slow in creating the kinds of schools we want for our children.  

Be joyful.  People want children to lead joyful lives.  

Take it in, take it home, and bring it back! Bring it back to the students and teachers in your schools.

Dr. Roland Barth:  Ways of Doing
Improving Schools From Within by Roland Barth

Some things ride on me today but more is riding on each of you.

In the late 1800s someone asked Harvard university president. . . How is it that Harvard has become such a repository of wisdom?  Dr Elliott replied, “Because the students come with so much wisdom and when they leave they take so little away.”

Applauded the work of principals.

Took inventory of the roles of people in the room.

The reason schools are the way they are or the way they aren’t is us.

Objectives:

· convey something of what’s on my mind about the Leader as Learner  (the moral authority for leading comes from learning & engaging in the work) learning as a moral imperative

· convey something about how you transform school culture into one that’s hospitable to learning

· involve you

· Invite you into some conversations with Roland, with others at your table, with a partner, with yourself (reflections)

· All take some risks – evidence that people’s learning curve is highest when you are taking some risk and when you have a safety net of support.  Playing to win inevitably means taking a risk – need to be a safety net for each other.

· Relate our conversations to practice. Make connections and linkages to real work in schools.  Relate what goes on here to what goes on at home.  Make some intentional promises to ourselves.

Invited to stand up and bring your stuff with you – find nearby a person you don’t know, who does something different, someone of a different gender.  When you find that person, sit down and get acquainted.

Favorite author was E.B. White – once observed a person must have something to cling to – without that we are like a pea vine sprawling and searching for something to cling to.

What we as educators cling to is LEARNING.  That’s was gives us direction and is most important to our work.

Looking for conditions which get people’s learning curves off the chart.  Educator is one who discovers and provides conditions for everyone’s learning curve to go off the chart.   

To the extent we examine our days in the workplace and we see much learning – it’s a calling.

To the extent we examine our days in the workplace and don’t see much learning – it’s a job.

Job (1)                                                                                                                     (10) Calling

Reflect on a time in the recent past and imagine that a team of doctoral students from Drake are shadowing you for a week attending to what you are doing and whether or not what you do is contributing to someone’s learning.  If there are a lot of connections to someone’s learning, you get a 10.  If there aren’t many connections, you get a 1.

Leaders get others’ learning curve off the chart.  When asked about the extent to which we do that -- it’s often hard to confront.  

Stand up when I hit your number and observers will record. 

What interfered with them impacting others’ learning?

· Paper work

· Preparing for events (graduation, etc.)

· Construction projects interrupted his time

· Focus on assigning spaces/turf, etc. in preparation for the next year

Evidence of contributing to others’ learning

· Staff working on their plans for next year and reflecting on their work over the past year

· Preparation for professional development tied to building goals.  Staff participate in instructional decision making.  Part of an intervention program with students.  Intervention team met to discuss progress of the students.  In classrooms more.  But took time away from family and other commitments to complete the managerial tasks.

· Planned a retreat for counseling team.  Improved her ability to have crucial conversations with a staff member needing to improve.  Got to talk to kids.

· Building leadership teams, week filled with activities around their goals. Working collaboratively toward the common goal. 

· Preschool alliance meeting with business, private, public, educators, resulted in commitment to ensuring every 4 yr. old will be in quality preschool.

· Working with parents to help their child achieve.  Does “working with them” mean they learned something??  Odds are good they did but how do you know?

Steering committee member observers

· Good self evaluation and how their behavior impacted the students in their schools

· Heard about the reality of the end of the school year.  May not be the most glamorous of times.  Saw courage and support.  Would we see a different pattern in Nov. – yes?

· Complexity and heard a lot of people talk about trying to balance the pressures of work and home.  Curve = more in the 6-8 range, bell shaped curve around 6-8.

· People were almost apologetic about the interruptions in their day – discrepancy

Roland believes the numbers are getting worse.  Use to be a bell curve around 7 instead of 6.

Story:  Early in his career as he was complaining about all the demands for his time that took him away from instructional leadership.  A colleague challenged him by saying 
I bet you could transform all of those intrusions into a learning opportunity for someone.”  Everything that comes across your desk holds the potential to benefit someone’s learning. 

As I look at NCLB, the way I choose to interpret this event is as a mandate to examine and ask of every policy, practice, and procedure:  “What, if anything, of importance is anyone learning as a consequence of this?”

Used example of teacher evaluation sequence.  Asked whether it was having an impact on student learning (no), teacher learning (very little), own learning (no).  Then it is a waste of time.

When your horse is dead, dismount!  We are still riding a lot of dead horses.

Definition of an at risk student: any student who leaves school, before or after graduation, with little possibility of continuing learning.

Beneath the culture of many schools is a very toxic, corrosive message.  Learn or we will hurt you!  We have become gifted & talented at creating an arsenal punitive messages.  We need to take inventory of these messages in our schools.  We have so closely aligned learning with punitive messages that kids throw them out together.  

Change to Johnny, learn or you will hurt yourself.  Why will you hurt yourself?  50 yrs. Ago it was estimated a HS student graduated with 75% of what they would need to know in the workplace, family, etc.  Now it’s estimated at 2%. The notion you can learn once and for all is long gone.

The big payoff comes from learning to promote learning for a long time without a carrot or a gun.

We might also invent the concept of an at-risk educator.  Any adult who leaves the school at the end of the day or year with little possibility of continuing learning.

Those who promote adult learning curves say beginning teachers are insatiable learners.  After 3-4 years they find some things that don’t work and they scrap them and find some things that do work and they enshrine them.  Once we commit our work to a “folder” the learning curve slows way down.  After 10 or more years, they just quit showing up.  Learning curve of our profession looks like:                                   when we want it to be off the charts:

Activity and another look in the mirror:

Asked principals how the people in their school view them as a learner?

Ask teachers, students, parents, myself:

Voracious Learner (10)  

Not a learner (1) 

They don’t know ( )

Put a mark on the table in the notebook to indicate how you think each group experiences you.   

What evidence do you have to support your mark?                                                                  

Might be a good activity to invite your faculty to participate in.

Reflective writing is a common activity of principals’ center.  Participants consistently say that what they remember most is their conversation with themselves and their reflective writing.  Writing can be enormously clarifying.

Freewrite:  As I think about myself as a learner, and as I think about how others experience me as a learner, what I’m thinking right now is. . .

Partners:

A) Shares

B) Listens

a. Here’s what I hear you saying

b. Here’s what that says to me

Being a learner is also being a listener.

Sharing one lightbulbs/insights about how various participants see themselves as learners:

· Learning is exciting.  Wants to do less talking and more listening.  Lifelong passion for her. Good listening identifies them as a learner. 

· We teach by listening, students learn by talking (Roland)

· Gets excited talking about learning. Gets excited talking about the kids. PD with teachers excites her. Reading. Interventions with students, seeing kids learn, being in classrooms.  Excitement conveys she is a learner.  Make yourself visible as a learner.
· Gather information from others and then apply it with what you already know.  This experience provides you a wonderful opportunity to come out of the closet and reveal yourself as the lead learner.  Announce, pronounce yourself as a learner.
· When I get the chance to talk to students about what I’m learning I do.  What constitutes legitimate learning? Don’t define learning too narrowly. 
· Create a safe environment for my staff to continue to grow.  Great challenge for our time here.  Continuously ask, what can I learn from you?
· Continue formal education, study team and scheduled conversation to build a community of learners among our staff and monitor impact on our students.  

One row is interested in getting a 10 from students.  One row is parents.  One row teachers.  One row self. Two others – get from 

Share what you are learning.

We own the media.  It’s easier to make it visible that we are learners.  Model and announce.

A principal hung a sign on their door that said “OUT LEARNING” when she wasn’t there.  Could also say IN LEARNING.

Building a school culture hospitable to human learning.  Starts with us.  Don’t send the message that learning is for unimportant people – important people are too busy to learn.  Participate in the community of learners within your school and don’t check out or learning won’t be taken seriously by anyone.

Observers share what’s been going on:

· Interesting to watch the change in relationships among people and how they shared

· Noticed how willingly people regrouped and participated

· People have been engaged to the very end.  Passion and caring for the work we are trying to do

At the end of each meeting – ask a few people to comment on the experience.  Get into the pattern of reflecting in practice on practice.

Didn’t like filling out evaluations.  Created a new one:

· Mud

· Gravel

· Silver

· Gold

Criteria:

· I learned something valuable or useful to me, and 

· I will do something with it.

Concluded with a story:

There was a school reformer who was about to give up in despair.  A friend persuaded her to go to a séance. Sat the séance, she called upon John Dewey to help her figure out how to reform schools. 

Two ways replied the great philosopher:  the regular way and the miraculous way. Which do you want?

The regular way would be for thousands of angels to descend upon the schools and transform them into temples of learning.  

Well then, what’s the miraculous way.

The miraculous way would be for educators to do it themselves.

Beach ball activity segment:

Share with the person the rating you gave yourself related to contributing to someone else’s learning.  How can you shift some managerial tasks to be instructional learning tasks?

Literature about how writing equals thinking.

Ying Ying’s Directions:

Academy is about thinking, doing, being.  We want to give you an opportunity to do the thinking part.  Behind the yellow tab is a reflective journal.

Writing is thinking.

We have a tool to help you engage your thinking by journaling your reflections.

· When the learner has the opportunity to listen then synthesize that information into their own words, they engage their thinking.  

· Can use reflective writing to have people share ideas and communicate.

· Increases comprehension

· Could provide this type of experience for your teachers

Review the contents of the journal:

· Put your name on your journal.

· First page has a research piece from Balanced Leadership.

· When you and your partner continue your learning you could use this as a guide to your reflection.

· Iowa Leadership standards and teaching standards are in the back

· Table of contents – self constructed as you write in your journal

· Tips 

· Record the date

· Enter new learning on odd pages

· Leave the even pages blank for future reflections

· Give a title for each entry

· Build table of contents based on titles for future reference

· Color code key concepts or themes by using a highlighter or post-it tabs on both the entry and the table of contents

· Independent reflection is important from time-to-time --- following that, provide time for communication with others about the reflections

· Reflection question:  Based on Roland’s session, what challenged/enriched my thinking?

Allowed time for individuals to reflect on the question and write in their journal.  

People were asked to rotate until they had visited with three people about what their journaling about.

After this they had the opportunity to add to their journal while it was still fresh in their mind.

Example of how to use the journaling:

How might these insights enhance my leadership?

Sharing insights:

A) Everyone being a learner and how they perceive the leader’s learning behavior.  Asking, what, if anything, are others’ learning as a result of what I’m doing.

B) Playing to win – if you play to lose we stay in our comfort zone.  Winning means stepping up to the challenge.

C) How to evaluate leadership style and look at things from a different perspective.

D) Need to look at current policies and practices and see how that impacts our students.  Ask ourselves whether or not we are building a culture of learning or helping people learn to hate learning.

Last few minutes need to tie everything together.

· Add additional thoughts to your journal

· Organize your journal and start building your table of contents

· flag possible ideas for your action plan
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Kris Woltzen directions:

Inviting participants to action

Behind the red tab -- Purple sheet has a description of expectations

Expectations are aimed at a particular result – improving leadership for improving student learning.

Review expectations.

Green tab – look at action plan forms

Will turn in a copy of the form at the end of the day

First sheet is a sample form – intending to provide some guidance for participants

Two draft copies you can use to draft your action plan

Final NCR paper form – will complete tomorrow, keep the white, give the second sheet to your buddy and the 3rd copy you will turn in at the end of the day.  

Asked to bring a goal area in mind.  Write it down on one of the practice copies.  Include the measurements and specific targets for that goal area – how you will measure progress related to the goal.

What behaviors do YOU need to focus on to ensure the student learning goal can be realized.

Dr. Richard Elmore:  Ways of Thinking

Leading As Learners: Principals as Agents Of Instructional Improvement

Richard F. Elmore

Harvard Graduate School of Education

As a tenure professor, can pretty much do what you want to do. Life affirming experience – asked himself what he wants to do for the rest of his career.  What would you want to do on a given day and a given week?  Dawned on me that what I enjoy the most is sitting in classrooms watching teachers teach.  Reorganized my life so that now I spend at least a day (during school months 2-2 ½ days) per week in classrooms. Has had an impact on my perspective on the work and lowered my tolerance for policy wonks who wouldn’t know a classroom if they walked into one.

Working with superintendents using a medical rounds model.  People have to ground their actions and decisions in very real problems of practice. Just finished working with a group of principals using the same model in Cambridge.  Starting a group in Iowa.

The logic of the day follows the logic of my work.  Will start with a teacher in a classroom.  Will ask you to pay attention to what you see going on in the classroom.  I will also lead you through a discussion of how what goes on in that classroom shows up in the larger picture of what goes on in school.

Iowa special in a number of respects – doesn’t have state standards.

Will shift up to the organizational level and talk about what it looks like when schools operate as highly effective organizations.  What do leaders do in those schools that makes the work in classrooms more powerful.  Then we’ll talk about strategies.

Pretty incoherent organizations.  

That culture favors some types of students and not others.

Need to make the culture more transparent to everyone.

This should make some profound changes in the culture and organization of American schools.

You may notice some tensions and contradictions between what I say today and what you heard from Barth yesterday.  We have some disagreements about the managerial side of the work.  It’s more straight forward for me.  People learn to do the work by doing the work.  Most of what people know about high level classroom practice, they know by doing the work, engaging in guided practice with other people, etc.  Need to create an environment in which people are guided through learning and provided lots of opportunity to practice.  This demands a particular type of organizational structure.

What is good instruction and why should we care:

Model = educators have relatively weak levels of authority.  If you ask physicians in training what the “practice” is - they can tell you.  They can list specific things they do that are common across the practice and if they can’t do them they don’t get to practice.  Others are horrified by the lack of guided practice and supervision you get in education as compared to other disciplines such as law and medicine.

Can’t run an organization unless you know the core technology and are competent at it.  Can’t run an organization unless you can manage teams.

Show a video clip.  Ask you to talk about the teacher’s practice in a descriptive voice.  A person at the table whose name comes first in the alphabet is the enforcer. Keep the discourse focused on the descriptive. Everyone speaks once before anyone speaks twice.  Basic question is:  What do you see?  Then will talk about the correspondence between what you see and the connection to what influences instructional practice.  

If I have 45 minutes in a school and have access to every classroom, I can actually write down the distribution of test scores in the school.  How can I do this? What am I actually looking at?  I look at what students are being asked to do (the task).  The task is so highly correlated with the distribution of student performance – you can easily do this with just a little bit of training.

The reason I can do this is because TEACHING causes LEARNING.  It is the best predictor of the overall performance.  That’s why it’s important to stay in the descriptive voice.  

If the students were able to do exactly what the teacher asked you to do – what would you know?

The discipline of the medical practice is staying in the evidence long enough that it reveals something.  Need to develop ways to disagree with each other but always go back to the evidence to figure it out.  

Middle grades math classroom:

Video clip followed by individual seatwork and the teacher walking around the room.

Shared observations about what we saw:

· Clarifying questions about how did you do that

· Students responded to teacher questions

· Not much diversity of instruction

· Students discussing their work with each other

· Teacher was using the overhead 

· Teacher assigned some problems and checked to see if they got the answer and how they did it

· Algorithm and not in context

· Students received praise when they got the right answer

· One right answer for each question

· Student’s job was to get the right answer & if you do that you get praise

· Teacher asked “who got this right”

· If students didn’t get it right they were passed over and a student who did get it right was asked to explain how they got it

· Teacher showed students how to do the problem on the overhead

· Teacher explained what she was doing as she demonstrated how to do the problem

· Teacher used the vocabulary words such as numerator, denominator

· Asked them to do 4 problems in the beginning, 4-5 in the middle, then 5 more problems at the end.

How did this feel to you?

In order to ask a question you have to have a point of view about what you are looking for.

If you were a really good student and you did everything the teacher wanted you to do, what would you know how to do?

· How to add and subtract algebraic expressions

· You would do it exactly how the teacher wants the steps completed

· There is a difference between understanding the mathematics and understanding the procedure – as a result of this lesson, they would know the procedure

· Ultimately, the focus was on writing a mathematical expression

On problems that require procedural fluency and mastery of algorithms we are in the 80% range.  On problems that require mathematical reasoning and solving real world problems we are below 10%.  If you cut the sample by attainment of mathematics courses, don’t get much different distribution.  Similar situation in literacy.  By 8th grade, a weak reader may become “fluent”, able to read the words, but may not know anything about what they just read.

Reflection:

Give your individual reflection about the patterns in these classrooms, how we characterize instruction, then also think about the normative environment of your school.  Not what people say but what they actually do.

In your school, would teaching of this kind be considered. . . .

(5) excellent

(4) very good

(3) acceptable

(2) needing intervention

(1) grounds for termination

Not much agreement around the room about how to deal with this pattern of instruction.  It’s safe here but it has higher stakes back home if there’s no agreement about what we are looking for and what to do as a result.

Then you have an incoherent culture.  Must find common understanding of what we are looking for.

TIMSS Video study compares American schools to schools in other countries: 

What’s typical in American schools:

· Bi lateral back and forth relationship between teacher and student with the teacher in control 

· Heavy focus on procedural knowledge and factual recall

· Being “smart” in  American schools means you are fluent at responding to factual and procedural questions – not the kids who stop the class and ask questions

· Content is about a year behind the level of content you see in other countries

2005 High School Seniors

· Have taken more credits in higher-level academic courses than previous classes

· Have higher grade point averages

· Males and females are completing higher-level course at about the same rate, but females earn more academic credits in other academic courses

· The racial achievement gap is large and stable

NAEP Transcript Study 2007

We have become conditioned to a particular kind of culture that produces a particular kind of practice.

Not as sensitive as we could be about the implications for high school kids of the cululative effect of a school culture that looks like what we saw on the video.

NAEP – only benchmark test we have with an honest-to-goodness sample

Well developed test backed up by process studies

Mississippi have the highest number of students proficient on their state test but they are 50th in the country on the NAEP test.

Is the standards movement moving course taking in the high schools and is that having an impact on students’ performance.

Taking more high level content and have higher grade point averages.  Grade points haven’t declined as a result of taking higher level content.

Increases in course taking has had no impact on NAEP scores.  In general, rigor in teaching has not generally been accompanied by increases in academic content.

We top out around procedural fluency and factual recall.

The dominant curriculum is producing basic or below basic performance.  Mostly demands procedural fluency and factual recall. Percent of kids scoring proficient or above is going down. 

Pisa study – most recent international comparison of student performance.  Measure mathematical, language, and functional literacy.  Defines domains of knowledge and looks at the ways kids perform.  

U.S. is in the lower third of the countries sampled.  Interesting to look at Canada and Australia, reform language very similar to ours.  Both in the upper third. Numbers are the same for both math and reading.

Pisa took the top off the assessment intent.  6 levels.  The kind of response it takes to get a level 6 – are you capable of posing more than 1 solution to a problem, justify, demonstrate reasoning fluency, and are you able to explain what you have done in expert language as well as technical language – as well as all the inferential, abstract reasoning skills required below these levels.  US has some students at level 5 and very few at level 6.

What constitutes basic or below basic on NAEP would be below basic on Pisa.

Basic and slightly above is very diagnostic work, inferential, abstract reasoning skills, (similar to what a car mechanic needs)

Distribution heavily loaded on the bottom end and light on the top end.

Variability in the sample on one dimension and performance on the other dimension forming 4 quadrants.  Australia is high variability and high performance.  US is low performance and high variability.

You don’t move a culture toward higher dimensions. . .

Content should be constant or fixed and the pedagogy should be varied.  We have a relatively fixed pedagogy and lots of variability in the content.

Must move in the direction of high level content for low performing students.

Memorize this:

Prospects Study (Rowan, et. al)

Proportion of variance in student achievement explained by differences among students themselves, across classrooms within schools, between schools—Math, TIMSS


School 15%


Class 30%


Student 55%

Americans believe which school you go to matters.  WRONG!  What teaching you get matters more!

Proportion of variance in student gain scores NAEP – even worse than TIMSS

School 12% (R) 10-30% (M)

Class 60% (R) 52-72% (M)

Students 28% (R) 19% (M)

Schools are giant mechanisms for producing inequality.  

When Europeans see this data they think there must be wrong with the model.

Think of what would happen to the output if we reduced the variability in teaching by half.

We have a very atomized view of teaching.  That autonomy equals professionalism.  

National research council of the National academy of sciences – no reason why all but a tiny number of students can’t be reading fluently by the end of third grade and here are the practices that it will take to get us there.  Why are teachers still teaching in K-3 if they haven’t mastered that practice.

Culture of autonomy is not only non-productive but it is just plain wrong!

Other professions control who gets to practice based on acquiring  certain body of knowledge.

Don’t judge high performing schools by test scores – use value added.

What will it take?

· Relentless focus on high level content for all kids.  If they have deficits – they work on the deficits at the same time they are working on high level skills.  Don’t pull them out of high level content to work on the deficits

· Adults have a diagnostic view of student learning

· Scaffolding of instruction so that they know exactly how to get kids from one level to next level.  People should lose their licenses for not being able to do it.  Scaffolding a clear conception of exactly where students are, clarity about the expectations 1 level above and 1 level below, and a clarity about how to get to the next level.

· Consistent use of disciplinary language (mastery of vocabulary within the discipline).  55% of the HS seniors are scoring below basic on the national adult literacy test. 40% of the students in California that come out of the college track have to take at least 1 non-credit remedial courses after they matriculate

What high performing schools do

· High level content for all students

· Diagnostic approach to students’ prior knowledge

· Scaffolded instruction

· Frequent formative assessment

· Consistent use of disciplinary language

· Students do the work

· Performance standards are constant, instructional time varies

If you pay attention to the task that students are asked to do, they will tell you what the performance will be.

The instructional core

If the relationship between the adults and the kids does not result in . . .

                                                   Content





                                 Teacher                           Student

Only three choices for improving schools:

1. Raise the level of the content

2. Increase the level of engagement of the student

3. Improve the skill and knowledge of the teacher

If you don’t change these three, you won’t see results for kids.

Can’t change any one of these without changing the others.

All three areas have to work together.

The culture is present in the academic tasks you ask your students to do.  

If you can’t see it in the classroom it’s not there.

You must be an assessor of your own practice and some else’s practice. 

· Points of entry for improvement of instruction

· The culture is present in the academic tasks that student are asked to do

· If you can’t see it in the core, it’s not there

· Academic tasks define the real accountability system in your school

High performing schools 

· teach students how to be students

· all of the rules are transparent

The inmates and the students know much more about how schools and prisons work than the educators and the guards.

If the adults were on the same page, if there was a coherent culture, then the rules for participation would be known to everyone.

Afternoon Session:

Think about what a high school students experiences throughout the day as they go from class to class.  What would you notice if you followed a student throughout the day.


Variability in terms of what the students experience


Domain of the variability

Shared responses:


Variability: personality, experiences of the teacher, style, values and beliefs of the teachers, teach according to how they think they learn.  When you see a group of teachers that is very reflective about their practice – how do they treat their own practice.  They have to depersonalize their practice in order to get better at it.  Very good at distancing themselves and objectifying their practice.  Depersonalize the practice so it’s not so hard to do something else if the practice fails.

Focus on the practice and create transparency of practice across classrooms.  Secrets about what’s going on aren’t all held by the students. Get people use to using protocols – helps to separate person from the practice.  View the practice as if it was someone else’s practice.  It all comes together as internal accountability.

Elmore Part 2:  Building Internal Accountability in your School:

People have to have the opportunity and the language to talk to each other about what’s happening in practice.

How accountability works.

3 overlapping circles representing three factors (accountability, responsibility, and expectation)

The greater the agreement between the collective and the individual the more coherent the organization is.  The similarities outweigh the differences and the similarities are around what really matters: high level curriculum, common strategies, expectation for use of language of the discipline, loop on the side for students who struggle.  Could have a conversation with any teacher about scaffolding because the teacher has the language and the understanding to talk about it.  The more powerful, the culture the greater the impact on student learning.  More coherent organizations produce more powerful student learning.

School A – “We know what we are doing”

The default culture

· Responsibility trumps expectations, accountability.  

· Atomized, variable practice

· Focus on order

· Low transparency of practice

· Weak norms of practice

· Low agency: students and faculty believe that they are not responsible for learning

No mechanisms for talking about practice

Shared values and norms are weak

They agree on the norm of order and order is always some else’s problem.  THEY are responsible for order.  Predominant use of the singular pronoun, I, me you.  

Individuals do not use collective pronouns to describe their work.

Low transparency and low agency efficacy

Atomized because most of the instructional decisions get made at the classroom level

If you push hard on an atomized organization with a strong external pressure (NCLB) you usually get increased atomization.  External accountability does not produce internal accountability.

School B – “We work well together:

Very weak on accountability

· Strong community values; clearly articulated

· Strong, implicit norms of privacy, autonomy

· Expectations created by voluntarism, affiliation

· Weak agreement on accountability mechanisms

· Individualized agency: “if you try, you can do it.”

Don’t do well under external pressure.  Can’t sustain pressure from the outside.

Very weak on internal accountability.

School C: “A Community of Practice”

Professional accountability

· High alignment among responsibility, expectations, accountability

· High transparency of practice

· Explicit norms, processes, structures of accountability

· High support: focused, individualized

· High agency: “If I can’t do it, they will help me.  If we can’t do it, we will learn how.”

Adults know as much about what is going on in the school as the kids do.

Rules are transparen

People who believe they influence student learning actually do.

Assessing Internal Accountability in Your School:

1. Instructional Leadership

a. Supports high quality instruction?

b. Is knowledgeable about high quality instruction?

c. Models good practice?

2. Efficacy, agency, locus of control -- what people think causes learning

a. What factors affect student success?

b. Who is supposed to decide?

3. Structures, Processes, Decisions

a. Where do important decisions get made?

b. What processes and structures?

People don’t differ as much in whether or not they think their principals are committed to high quality practice as they differ in their perceptions of whether or not they think their principals are knowledgeable about high quality instruction.

Questions:

· Of the three factors of accountability – which one(s) really focus on transparency

· First and third (accountability and expectation)

Instruction. . .

“In my daily work, I. . .”

5) regularly model and demonstrate knowledge of and commitment to high quality instruction

4) sometimes model and demonstrate

3) am committed but infrequently model and demonstrate

2) am committed but never model and demonstrate

1) do not demonstrate commitment

Agency. . .

“The teachers in my school believe that:”

5) they control the conditions necessary for student success in learning

4) multiple factors affect student learning, but teachers are among the most important

3) they are at a disadvantage in dealing with factors outside school in affecting student learning

2) non-school factors are more important than teachers in determining student learning

1) student learning is determined by factors other than teachers

Structure. . .

In my school, decisions about what gets taught, by whom, and how are made by. . .

5) teachers, working in groups on well defined problems of practice, supported by administrators

4) administrators and content specialists in periodic consultation with teachers

3) different people working in different ways, depending on the circumstances

2) individual teachers with periodic administrative supervision

1) individual teachers with little 

Total up the points.

People in the 10-15 zone – how do you think about what the next level of work is?

Model for improvement looks more like case management.  Surface your toughest cases and bring it into a process of collective problem solving.

Case management doesn’t work when 80% of your students are not responding.

Have to be successful with most of your kids before case management can work.

5-10 range: how do you think about what the next level of work is?

Is there such a thing as superficial coherence? 

Focus on concrete problems.  Still building the connective tissue.  Building the airplane while you are flying it.  Not just a matter of continuing to do what you’re already doing – still have lots of the technical, managerial stuff to do. 

Heavily dependent upon making the trains run on time and people won’t give you any credibility unless you do have the trains run on time.  The challenge is doing this without having it become your principal.  Can’t turn your attention away from the technical core of the organization.  Barth understates the significance of how much there is to manage in the organization in order to focus on the instructional end.

Predominant work in at this level is building the work.  

Graph of leadership practice over time.  The work of improvement:  From technical to cultural.

The work of improvement: from technical to cultural.

Have yet to see schools improve without large amounts of common time to talk about instructional problems:

	Technical
	Cultural

	· Schedules

· Structures

· Roles – educators do not know how to work in groups

· Types of professional development, When

· Protocols, rubrics

· Assessments

· Accountability systems
	· Beliefs about student learning

· Pedagogical content knowledge

· Norms for group work

· Discourse about practice

· Lateral accountability


Can’t transform schools unless people have opportunities to talk to each other.

People need to learn how to work in groups.  When asked good group members how they learned to work in groups/be a good team member – they seldom mentioned learning group behaviors in schools.

Change beliefs by changing practice.

First stage:  0-5 zone:

Learning the work – attention to more of the technical side that most people are comfortable with.

Second stage: 5-10 zone:

Using the work to change the culture.  Learn to do the work by doing the work.  Stay in the work with them. Use structures and roles and processes to work the culture of the organization. But have to understand it is actually the culture of the organization you are trying to change.  Must know there is a default culture and that it will take over again as soon as you turn your back.

Be relentless about keeping the motion going.

Third stage:

Letting the culture drive the work.

Informal conversation with Richard Elmore

Time is money that has already been spent.

Manage the technical and the cultural aspects.

Best predictor of how a teacher will teach in year 5 is not what they were taught to do but what is going on in classrooms in the building where they work.

Theory for all teachers is this insight that the single strongest force for teacher motivation is evidence of student learning.

Principals’ job to create the conditions that enables them to succeed.

If you don’t manage the motivation you will end up with a bifurcated workforce and it will be a nightmare to manage.

Have to name and acknowledge successes.

Because schools are not very good at acknowledging their successes you can actually have a success, they can understand they had a success, but go back into their classrooms and not understand what they have done. 
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	1. High Expectations

2. Awareness of current status & sense of urgency

3. Alignment

4. Focused goals for improvement

5. Culture of inquiry

6. Staff organized into working groups

7. Focus on improving instruction

8. Use of data & information

9. Shared leadership


Overview of the day and setting the stage (Mickey):

· Thanks for attention to norms – reminded of norms

· Referred to orange tab in the notebook and explained changes in the agenda

Dr. Alan Zimmerman:  Ways of Being

Personal Peak Performance:  How To Get It And Keep It

Pivot – newest book

Tuesday tips that pop-up on email

I use to think if you were good at lecturing, students would take lots of notes and change their lives dramatically!

I changed my title from professor to consultant.  Thought that was a good idea until I heard the story comparing a consultant to a tom cat.

Cat wanted out each evening

Scratched the door

Couple couldn’t decide what to do

Took him to the vet and had him fixed

Still took his evening outings – only now he served as a consultant

Five strategies of those who are effective at leading themselves

1. reinforce your self-confidence

2. eliminate mind binders

3. pump up your attitude

4. practice risk-taking  -- growth always involves risk

5. keep your balance

Probably pretty good at #1

Do you have the will?  What is your self talk?

Mind binders – Negative thoughts that are stopping your potential -- as long as we think that way - we act that way.  Check out your first reaction to any piece of news you get and that will help you analyze your “mind binders”.  85% expect the negative – addicted to the negative.  

Page 4 on the handout – examples of mind binders.  Talked at our tables about ones we have heard people say.

Can never tell yourself any negative mind binders and expect to provide positive leadership.

Behavior kinesiology – Dr. Diamond --  shows it takes 30 seconds for negative thoughts to have a negative impact on our potential. 

If you are putting yourself down, doubting yourself, etc. can never expect to get to your full potential.  Take control of your mind by saying STOP IT!

Page 7 in the handouts – Pump up your attitude

Enthusiasm Principles:

· Enthusiasm comes from the Greek work “entheos”… meaning filled with God

· Enthusiasm is contagious

· People love to do business with those who love what they’re doing!

Enthusiasm is a skill that CAN BE LEARNED.

Skills for enthusiasm: (page 8)

1. practice positive expectations

2. become a positive actor

Norman Vincent Peale taught people that what you expect to happen probably will happen.

(Page 12) Eight dimensions of life and Strategies to balance the eight dimensions of life:

1. Physical (a body that works)

a. Be honest with yourself

b. Your body will tell you when you’re out of balance

2. Recreational (a lifestyle you enjoy)

a. Remind yourself you’ll never be finished and that’s OK – most of us grew up being told we should finish our work and THEN play

3. Financial (a money system that comforts you)

a. Live beneath your means

4. Occupational (a career that fits you)

a. Choose your fights carefully (3 questions to determine if it will lead to success rather than stress:  Does a threat exist?  Is it worth the fight? If I fight, can I make a difference?

5. Relational (a people network that functions)

6. Mental (a mind that makes wise choices)

7. Emotional (a system that keeps you growing)

a. Do the most important things.

8. Spiritual (a life that has meaning)

One in every three people have a life that is out of balance.

Most people keep living their life the way they are living it. 

Gap between walk and talk is always stress

Those being leaders of themselves practice 5 strategies.

One attitude overlays all of these strategies.  We can do it spirit.  Give me tomorrow.  Even in the face of challenges, look forward to tomorrow.

Second Zimmerman session:

Change is. . . . .EVERYWHERE

All progress is the result of change.  But not all change is progress.

3 strategies for leading change

1. Give people what they need

2. Cope with resistance

3. Gain the commitment of your staff

Starts with giving people what they need.  Husband & wife married for 35 years with no conflict.  When asked how that could be – said it started on my honeymoon.  When my wife’s mule tripped she hit it, kicked it then shot it.  When I challenged her, she said “that’s 1”!!

Give folks what they need you’ll get back the cooperation you need.  (page 3)

Everybody has a respect frame – all the things that make people feel loved, respected, etc.  What people have in their respect frame is different and we tend to take from what we have in our own frame.  Possible for one person to love another and the other person feel absolutely nothing.  They may be doing things for that person but not from within their frame.  If you want full cooperation, you have to give them what they need, not what you think they need.  To know what they need you have to know their respect frame.

· You must know what they need.

· Know their respect frames

· Then you give them what they need.

(Page 5)  

Seven conditions for positive change:

1. Participation. One way to increase participation is to keep them informed, the more informed they are the more involved they feel.  Don’t let the public know more about their job than they do.  Don’t let them read about something in the newspaper.  If you don’t keep your employees informed they will make it up – and it won’t be flattering.

2. Rewards.  Used the story of Colonel Scott’s torture in Iran and his perspective upon return.  Had passed the ultimate challenge – can get through anything,

3. Models.  If people are going to change they have to see that other people are changing.

4. Acceptance. Need to feel they belong.  

5. Trust.  Need to trust the motives of the leader.  Example of Arnold Palmer was one of the first big name start to endorse products.   

6. Competency.  People are more likely to change if they have the knowledge and skills to change.  

7. Success.  More likely to change when they can see that their effort has been successful.  Example of the Chevron gas station that sells 8 times more than anywhere else.  Basic service, expected service, extra service, dream service.  They give dream service and charge more for it – but still sell 8 times more than anyone else.

a. Rings of service:

i. Basic

ii. Expected

iii. Extra

iv. Dream 

May get ripped off sometimes when you provide dream service but 98% of the population won’t take advantage of it.  We focus too much on the 2% that might.

Coping with resistance:

People lose natural resiliency, creativity, etc. over time.

Functional fixation.  Resisting change – functionally fixated in the past.

7 reactions to change:

Exercise where partners make 5 changes and try to describe what changed.  Then made 5 more.

All change brings about the same seven reactions and most often we do nothing to help people get through those reactions.

Page 9

1. Most people feel awkward, ill at ease, and self-conscious.

a. Lesson: take action despite your feelings. Don’t wait for the feelings to change.

2. People think about what they have to give up – hopefully it is something better.  Those who resist the change focus on the loss.  If you add, making change is pretty easy.  

a. Lesson:  Think of change in terms of addition rather than subtraction.

3. People feel alone even if everyone else is going through the change.  

a. Lesson:  Ask for help.

4. People can only handle so much change.

a. Lesson:  Wait for the burst of creativity.

5. People are at different levels of readiness for change.

a. Lesson:  Look for the positive in the change

6. People are concerned that they don’t have enough resources.

a. Lesson:  Accept and respect that complaint

7. People return to old behavior when you take off the pressure

a. Lesson:  Keep practicing the new behavior until it becomes normal behavior.

Gaining the commitment of your staff:  3rd strategy

Example of an insurance company.  Sales reps didn’t ask people to buy.  Received ws training.  After training – only went from 9% to 11%.  

If you ask in the right way you will get commitment.

Page 14.

Guidelines for asking

1. Be Direct – 

2. Be Specific – make sure they know exactly what you want.

3. Be Respectful – 

4. Be Positive – expect them to say yes 

5. Be Polite

6. Be Firm – Don’t apologize

Page 15

How to ask:

1. Will you ____?

2. When you do ____ (positive consequence)

3. If you don’t _____(negative consequence)

Leading people through change means understanding their needs, attending to their reactions, and getting their commitment by asking for what you need.

Free subscription to the Tuesday tips.

Most people are selfish learners.  They want something they can take back.  
Those who know and do not do – do not know.  (Proverb quoted by Troyce)

