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Education First, with support from the Bill & Melinda Gates Foundation, is pleased to release
this report as part of a series focused on teacher effectiveness titled Evaluation & Support:
Strategies for Success. The series comprises an introduction and six briefs that provide district
and state leaders with practical advice for implementing high-quality evaluation systems.
These briefs include:

@ Introductory Brief @ Professional Learning and Support
@ Classroom Observations ® Communications and Engagement

@ Student Surveys @ Using Data from Multiple Measures
@ Student Learning Objectives (SLOs)

To access this report and the executive summary, please visit
www.education-first.com/teacher-and-school-leader-effectiveness-resources.
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Your district’s improved evaluation model is in place and evaluation ratings are in. The quality of
observations is improving all the time. Teachers and principals have access to increasingly powerful data
from observations and walkthroughs. What your district does next has the potential to propel teaching
to new heights. Evaluation systems that include high-quality, actionable feedback help teachers realize
their potential. These systems have the power to elevate the level of teaching in every classroom in your
district. A good evaluation model alone will not get you there. Giving teachers the feedback and support
they deserve is what will turn well-meaning evaluation systems into systems of improvement that can be
sustained over time.

Over the past four years, 30 states have changed how they evaluate teachers; another 14 states are slated to do so

in the next two years.! States and districts have focused their efforts on getting the language of their observation

rubrics right, improving the reliability and consistency of observations, developing student growth measures, using

the right combination of measures, and assigning the right weights to those measures. As a result of this initial

focus, we have more—and increasingly better—data about teaching practice than ever.

As many of those states are learning, simply developing new evaluation tools is not enough. To raise student

achievement and improve practice, states and districts must now commit the resources needed to implement

those tools with fidelity. That means shifting their attention to the end goal of evaluation systems: giving teachers

the feedback and support that will help them improve their instructional practice and therefore improve student

outcomes.

This report uses the experience of five districts to explore what that commitment and these shifts look like in

practice.

1 NCTQ, “State-by-State Evaluation Timeline Briefs,” October 2014. Available at http://www.nctq.org/dmsStage/Evaluation_Timeline_Brief_Overview.
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If they miss this opportunity to implement well and provide thoughtful feedback,
leaders can expect a high level of anxiety to persist among teachers who sense that
evaluation systems are intended to weed them out rather than help them grow. And
the encouraging progress to strengthen the teaching profession may stagnate as
teachers are left to make their own sense of the evaluation ratings they receive. But
if teachers consistently receive feedback that helps improve their instruction, many
more will value and support evaluation systems and feel ownership of their results.

What will it take to pivot in the right direction? Evaluation systems are providing
teachers, principals, districts and states with increasingly powerful data about
instructional practice and student outcomes. Those data—from summative
evaluations, informal walkthroughs, classroom observations and/or ongoing
coaching—have the power to transform what happens in classrooms to help
teachers get better results for students, but only if the information is put to good use.

The theory of action is simple. Use multiple measures to evaluate performance.
Analyze the data. Use the information to provide relevant, actionable feedback and
support. Use the feedback and support to improve teaching practice. Improved
instruction, in turn, will lead to improved student outcomes.

While the theory may be simple, implementation is anything but. It requires
significant investments of people and time—and sustained leadership at every level.
Everybody has a role. Principals must know which areas of growth to focus on and
how to help teachers improve in those areas. Teachers must know what improvement
looks like and what resources they can access to help them improve. Teacher leaders
must facilitate learning for individual teachers and support the collaboration of
groups of teachers as they pursue a shared learning agenda. District leaders must use
the data on trends in teacher performance across the district to inform and improve
professional learning opportunities for teachers and to support principals whose
teachers do not show improvement.

This report features emerging success stories of new educator evaluation and
support systems that are improving educator effectiveness and student outcomes. It
features districts where teachers are often embracing these evaluation and support
systems. Teachers are critical partners in these efforts, and their engagement is
necessary to making any evaluation and support system work. And the report
showcases districts where the quality of feedback and support provided to teachers
appears to be driving significant changes in instructional improvement and positive
growth in student outcomes.

This report highlights districts that are not regularly in the spotlight but whose
practices and the lessons learned through implementation are worth sharing

more broadly. As described in the graphic on page 2, the districts are diverse and
representative in geography, size, and student population. They are urban, suburban
and rural, serving between 6,000 and 97,000 students.

The Education First team visited these districts in October and November 2014 to
learn how they use data from classroom observations and evaluations to personalize
professional learning for their teachers. We co-observed in classrooms and spoke
with teachers, principals, instructional coaches and district leaders. We sat in on
professional learning sessions with teachers and principals. We learned a great deal
about the possibilities for delivering high-quality feedback and support to teachers,
as well as some of the outstanding challenges.
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The theory of action is simple.

Use multiple measures to evaluate
performance. Analyze the data. Use
the information to provide relevant,
actionable feedback and support.
Use the feedback and support to
improve teaching practice. Improved
instruction, in turn, will lead to
improved student outcomes.
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The Five Essential Practices
During the district visits, we identified five essential practices that help ensure that teachers receive effective
feedback and support from their evaluation systems:

Design and refine your
evaluation system with feedback
and support in mind.

@ PROMOTE A Prioritize building
CULTURE OF capacity in principals
FEEDBACK and rigorously selected

teacher leaders and/or

@ DEVELOP instructional coaches

Use technology to provide @ USE YOUR to deliver high-quality,

timely data to educators, TEAM actionable feedback to

TECHNOLOGY
improve observations and WELL 0LOG

teachers.

differentiate supports.

(3) GIVE THEM

(4) OFFER THE RIGHT

TEACHERS TOOLS Develop tools and resources
Allow teachers to choose from OPTIONS to help teacher leaders,

principals and coaches give
high-quality feedback.

arange of effective professional
learning opportunities that match

their development needs.

Few districts will read this report and find they have put all of these practices in place. This should not be surprising
since it takes a lot of hard work to implement these practices well. Ultimately, districts will need to implement all
five of these elements to build a robust system of feedback and support that maximizes impact on teachers and
students. But don’t make the perfect the enemy of the good. Our advice to district leaders: Start where you are.
Compare your own evaluation and support systems to this list of essential practices, and use this report as a guide
to prioritize next steps.

District leaders will need to adapt these practices to their own context. To give readers a sense of the variety of ways
that each practice might be implemented, we have included several examples for each practice.

These practices will not strike readers as particularly new or surprising. But each of these five districts is unique
because of the people, time and funding they have invested to implement these practices well. This report describes
the “why” and the “how” of these five practices and provides a roadmap for districts that want to prioritize or
improve upon one or more of them.
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PROMOTE A
CULTURE OF

FEEDBACK

One of the major improvements of new evaluation systems is that they are organized around new
instructional frameworks that offer clearer and more specific expectations for teaching practice and
student outcomes. The power of these newer systems is their focus on teacher growth. The more that
school leaders use these frameworks to provide regular, ongoing feedback to all teachers, and to help
teachers at all performance levels to improve, the more normal it will feel for teachers to get feedback
and use it to improve their practice.

Aldine Independent School District’s evaluation system, INVEST, has had a positive impact on educators. “INVEST has
changed the culture of feedback at my school,” said one Aldine principal. “It used to be that you only got called into
the principal’s office when you were a struggling teacher. Now everybody has one-on-one conversations with me
about performance. It took some time to overcome this ingrained idea that only the lowest performers come to my
office to talk about what’s working and what can be improved.”

Lessons from Leading Districts
Prioritize feedback and support to influence how school leaders deliver—and teachers receive—feedback.

One of the clearest messages from educators and district staff alike is that the superintendent sets the vision and
tone for evaluation system implementation at the district level. How the evaluation system will be implemented
by principals and perceived by teachers depends on how the superintendent communicates about its purpose
and importance. And whether teachers receive high-quality feedback as a result of the evaluation depends on
whether and how a superintendent chooses to disseminate
resources to support this effort. In three districts—St. Bernard “It used to be that you OIlly gOt called
Parish Public Schools, Salem-Keizer Public Schools and Greene County

Schools—teachers, school leaders and district staffall said that their  11t0 the principal’s office when you were
superintendents were why teachers were receiving high-quality

a struggling teacher. Now everybody

feedback and support. “What has made this a success is the attitude

and vision of our Superintendent,” said one Greene County principal. has one-on-one Conversations With me
“She has had a positive ‘we can’ attitude, and that has made all the
difference. about performance.

In addition to communicating about the importance of high-quality

feedback and giving instructional leaders training, tools and resources to successfully incorporate it into their
practice, district leaders should hold principals accountable for the quality of feedback they give their teachers. This
is important so that the district can provide additional supports to principals when needed. There are many ways
districts can do this. In Greene County, the superintendent and other district leaders conduct co-observations with
principals and give them feedback on the feedback they give teachers. Sometimes they model for principals what
that feedback should look like.

District leaders also cited the importance of involving educators in the design of the new evaluation system and
ensuring that all educators understand the components of the evaluation system and how they work. In Aldine,
the district has been working with Operation Public Education (OPE), based at the University of Pennsylvania, to
redesign its evaluation system. OPE introduced district leaders to external experts who have been helping with
the system redesign. With the help of Lynn Sawyer from the Danielson Group, Aldine created a working group
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comprising principals and teachers from 17 schools to “go from an instrument to a system.” The district had already
decided to adopt the Charlotte Danielson Framework for Effective Teaching, so it went deep to create a shared
understanding of what the framework says.

Likewise, Aldine partnered with John Schacter from the Learning Growth Network to design the student growth
portion of the evaluation and ensured that every Aldine educator understands—and passes a test on—how it is
calculated. Sawyer and Schacter also have engaged all principals and assistant principals in learning about the
framework and student growth percentiles. This early and ongoing effort to conduct such serious engagement
of educators seems to have paid off in many ways, the most striking of which is the remarkable consistency with
which Aldine educators and district leaders describe the intention behind and the promise of INVEST.

The five featured districts offer multiple opportunities for observation, feedback and collaboration. Classroom
observations by school and district leaders are so routine that teachers and students have become used to them
and do not interrupt their lesson when an observer walks in the classroom. For example:

@ St. Bernard Parish and Fulton County Schools principals conduct frequent quick walkthroughs of their teachers’
classrooms to observe curriculum implementation. These provide valuable opportunities for principals to give
teachers brief, informal feedback between formal observations. This ongoing feedback is important for teachers
to sustain their growth and development and helps build a supportive culture where feedback is normal and

expected.

@ Pre- and/or post-observation conferences are required in all five districts, although not for every observation,
which helps address the time challenge. In Aldine, Salem-Keizer and Fulton County, teachers and principals cited
post-observation conferences as the most powerful support for teachers. One teacher in Salem-Keizer said,
“Previously, my evaluation was more of a checklist with positive personal comments. The conversation I have
now is specific and positive. There is much more conversation, not just a pat on the back. LEGENDS (Licensed

Educator Growth, Evaluation, and Development System) doesn’t give you a feel-
“Previ()usly, my evaluation good fuzzy feeling, but you have specific ways to improve. I appreciate the specific
. . things, although the pat on the back is nice.” As a result of these conversations,
was more of a checklist with said a Salem-Keizer principal, “we have an evaluation system that is more about
po sitive person al comments. sitting side by side' and improving your craft.”' The pre—co'nferen(.:e i.s another
helpful tool that gives teachers the opportunity to explain to principals what they
The conversation I have now is will see in the formal observation and to ask the principal for targeted feedback
on a specific aspect of the lesson. The pre-conference also gives teachers—

Sp ecific and po sitive. particularly those who are new—the chance to develop their planning skills in

collaboration with their principal.
\ : w
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Use multiple data sources for more meaningful feedback conversations and professional learning.

The five districts are using multiple measures to evaluate and provide feedback and support to teachers. For

example:

@ In St. Bernard Parish, instructional coaches lead school-based data team meetings to help teachers identify
instructional strategies that lead to positive student outcomes. In these data meetings, teachers examine
benchmark assessment data or student work to determine what concepts need to be retaught and discuss how
best to do so.

@ In Greene County, every teacher must complete an annual personalized learning plan (PLP) with his or her
principal (see Essential Practice 3). These PLPs are grounded in both student outcomes and evaluation data
(see example below). This helps ensure that the teacher and principal have selected the right areas of
development for the teacher and provides a benchmark by which to measure future growth.

GREENE COUNTY SCHOOLS
Individual Professional Learning Plan

School: Camp Creek Teacher:  XXXXXX Position: Teacher 4™ LA School Year: 2013-14

SCHOOL FOCUS

CODE Data: _Questioning, Standards (c.c.), Thinking Problem Solving (c.c.), Data Usage/Assess.

ELA Trajectory:  53.5% Math Trajectory: 55.6%

TEACHER FOCUS (Complete appropriate subject information.)

Student Achievement Data  ELA: Math:
Student Value Added Data: ELA: Math:
ELA Trajectory: Math Trajectory:

Salem-Keizer Public Schools is a suburban district, located southwest of Portland, Oregon. Christy Perry was
named superintendent in Salem-Keizer in 2014.

Salem-Keizer began revising its evaluation system in 2010, with the support of the Chalkboard Project, an independent
education transformation organization dedicated to making Oregon’s K-12 public schools among the best in the country.
Design teams comprising educator members of the Salem-Keizer Education Association, the school board, district
leaders, teachers and principals co-designed the new evaluation system, called LEGENDS (Licensed Educator Growth,
Evaluation, and Development System). LEGENDS is based on InTASC Model Core Teaching Standards, which outline what
teachers should know and be able to do to ensure that every student is college or career ready when they graduate from
high school. LEGENDS was piloted in 13 schools during the 2011-12 school year.

A key feature of LEGENDS is that it aims to dramatically increase feedback and opportunities for reflection. The district
has placed its bets on online evaluation-driven professional learning and on building coaching and feedback capacity (for
principals, non-evaluative instructional coaches and new teacher mentors, in particular) to deliver on that promise.

All teachers have access to district-created professional learning resources via an online platform called the Academy for
Teaching and Learning (ATL). The content of these resources is determined by district-level evaluation data trends and is
searchable by InTASC standard. Teachers can log in to ATL to access resources, and principals regularly point teachers to
specific resources as part of observation debriefs.

The district is counting on the power of feedback and coaching as a way to give teachers the support they need and has
made multiple investments in both coaches and coaching. Salem-Keizer's new teacher induction program lasts three
years. The district provides instructional coaches at its highest-needs schools. And district staff devote significant time
to supporting principal and instructional coach ability to provide feedback to teachers. For example, the Staff Quality
office provides monthly training and support to administrators and builds modules based on each of its trainings that
administrators can bring back to their buildings. The district’s staff improvement coordinator, a principal on special
assignment, works with a select cohort of principals to help them improve their feedback and coaching skills.
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@ Student surveys provide an additional means of feedback for teachers in Fulton County. It is up to principals
to decide how they want to incorporate these tools. Some principals decide to give surveys once a year, while
others use them more frequently. These surveys help inform the teachers’ final ratings and provide another form
of feedback to help teachers improve their practice.

@ In Aldine, observations using video from in-classroom panoramic cameras called Lucy cameras are a powerful
input. Teachers use videos they capture with the Lucy camera to assess their own practice, and they share the
video with principals to support ongoing development conversations (see Essential Practice 5).

In virtually all new evaluation systems, teachers are being held accountable for student outcomes, which often
represent a significant portion of a teacher’s final evaluation rating. Expectations for teacher performance should
align with those for student outcomes. In other words, the instructional framework that a principal uses to observe
teacher performance should describe instructional practices that lead to improved student outcomes, as opposed
to those that have little or even a negative relationship to student outcomes. A district should then expect to see
that teachers who are able to achieve above-average growth in student outcomes also earn above-average ratings
on classroom observations.

In the early days of these new evaluation, feedback

“We're trying to make principals instructional  and support systems, discrepancies are common, with

. ’ observation ratings tending to be much higher than
leaders instead of task leaders. student growth. These five districts are working to close

those gaps. For example:

@ In St. Bernard Parish, district leaders ensure that the district curriculum and evaluation system are in alignment
and that principals are instructional experts in their school buildings. “We're trying to make principals
instructional leaders instead of task leaders,” said one district staff member. “The way we decided to face that
challenge was to show them what they’re supposed to see in the first 30 minutes of a lesson, and pop in for five
minutes to check. We gave them the tools to do that. That was a challenge we decided to undertake this year so
teachers could look at them as curriculum leaders”

@ In Greene County, the county school board created a set of districtwide student outcome goals and competencies
that describe the teacher actions that will produce them. Teachers and principals incorporate these
competencies and goals into their individual PLPs every year. The competencies also are aligned with the state
Tennessee Educator Acceleration Model rubric, so a teacher’s formal evaluation helps inform the PLP process
and identification of competencies for growth. At the district level, leaders examine observation and student

growth data at each school and work with principals when they are out of alignment.
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DEVELOP
YOUR TEAM

The success of any evaluation and support system completely depends on the skills and talents of those
implementing it. Instructional leaders—including principals, instructional coaches and teacher leaders—
who are highly skilled at assessing teacher performance and giving clear and actionable feedback are
the linchpin. Not surprisingly, investing in their skill development is a top priority for leaders in the five
featured districts.

District leaders defined clear roles for instructional leaders to observe teachers and provided them with feedback
and resources to improve. They invested time and resources to help instructional leaders provide better feedback
to their teachers. That meant raising expectations for instructional leaders to know good teaching when they see
it, identify the areas of strength and most important areas for growth, and communicate to teachers how they can
continue to hone their craft. The districts we visited also stressed the importance of ensuring that evaluators were
calibrated. They did this through ongoing professional learning where they regularly reinforced evaluators were
working from a common set of expectations.

Lessons from Leading Districts
Identify which leaders will be evaluating and/or providing feedback.

Districts can begin this work by identifying who is currently well-positioned to provide teachers with high-
quality feedback. In most districts with evaluation and support systems, principals are an obvious starting point.
Most evaluation and support systems require that principals regularly observe their teachers and assess their
performance using a rubric to assign ratings in various categories. For many

principals, this has drastically shifted their role from spending time on many tasks

Giving better feedback to
Giving better feedback to teachers is a natural extension of the work they are teachers is a natural extension

to focusing on one major task: providing teachers with feedback and support.

already doing as evaluators and observers. .
of the work principals are
Some districts may have other personnel who are authorized to observe and
evaluate teachers. Assistant principals, department chairs or master educators ah’eady dOing as evaluators

often can increase the capacity of a school’s leadership team, particularly in

high schools. These staff members, like principals, are in an excellent position to and observers.

provide high-quality feedback to teachers.

Some districts staff schools with additional instructional leaders, such as instructional coaches, teacher leaders
or mentors. These staff may not be authorized to evaluate teachers, but they can support teacher development at
the school level. They might observe teachers, provide them with instructional support, and identify curricular
or instructional resources for their colleagues, among other priorities. Usually, these staff members are veteran
teachers who have demonstrated effectiveness in their own classrooms and have been tapped to serve as leaders
because of their instructional expertise.

These expanded roles offer numerous benefits to school leaders and teachers. First, they add capacity so principals
can spend more time giving high-quality feedback rather than trying to complete a large number of observations
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Aldine Independent School District is

a suburban district located outside of

Houston, Texas. Dr. Wanda Bamberg, the
superintendent, joined Aldine more than 30 years ago
as a teacher. Aldine won the Broad prize in 2009, which
is awarded to urban districts that have made significant
progress to close student achievement gaps. The district also
has been the subject of two Harvard Business Review case
studies, which examine the system’s efforts to sustain and
accelerate the significant increases in student performance.

During the 2011-12 school year, Aldine developed its
teacher evaluation system (INVEST) to differentiate
teacher performance and maximize teacher professional
growth. INVEST has two measures: observation of teaching
practices, using a performance rubric based on Charlotte
Danielson’s , and student growth,
measured by Aldine’s Growth Model for teachers in tested
grades and subjects and by student growth objectives for
teachers in non-tested grades and subjects. Aldine includes
both of these measures separately, rather than combining
them, in a teacher's overall rating.

Aldine has focused on principals as the key lever to
improve teaching practice. The system invested a significant

amount of time and effort to help principals deliver high-
quality feedback to teachers. INVEST requires principals

to use data to provide feedback to teachers. In the first

six to eight weeks of school, principals and teachers
engage in conferences using data from the previous

year, set goals for professional growth that are aligned

with the instructional framework and create action plans
for achieving the goals. After goal-setting is complete,
principals begin conducting formal observations and then
follow up with post-conferences. When principals conduct
subsequent walkthroughs, they use the performance rubric
and refer back to the teachers’ goals. Principals then
provide differentiated school-based support depending

on what they observe during the walkthroughs and formal
observations. District-level supports for teachers include
online professional learning modules through Teachscape
Learn that align with the Danielson framework and access to
panoramic, in-classroom cameras that teachers can use to
observe their own teaching.

District leaders also have taken great care to ensure clear
and consistent messaging about the importance of INVEST's
role in supporting teacher growth, resulting in a significant
level of districtwide coherence about the role of the
evaluation and support system.

Giving Teachers the Feedback and Support They Deserve

on their own. Second, these observers are often better positioned to
give high-quality feedback because they are (or recently were) excellent
teachers themselves. For example:

@ St. Bernard Parish has hired at least one full-time instructional coach
for every school building (and several for each of its high schools).
Teachers say they lean on their instructional coaches more than
anyone at their school or district office for support, and the advice
they receive from their instructional coaches consistently helps
them improve their practice. “I like that they’ll sit in for 30-45
minutes,” said one high school teacher. “They leave the sticky note
with one thing you did really well and one thing you can change.
We meet during planning period where they share feedback.
Instructional coaches know a lot of practices.” Another noted that
he had “seen a huge difference in the environment in the school
since having instructional coaches available to us”

@ A group of teacher leaders at every school in Greene County provides
mentorship, training, and resources to their fellow teachers. These
teacher leaders go through a rigorous application and selection
process and must reapply every year for the position.

Across these districts, instructional leaders combine their own
instructional expertise with the data they (and sometimes their school
leaders) collect from regular classroom observations to design and
lead school-level professional learning. For example:

@ In St. Bernard Parish, instructional coaches lead weekly team
meetings by grade or content area. They also lead regular data
team meetings where teachers can review benchmark assessments,
analyze assessment items and discuss strategies they will use to
re-teach concepts.

@ In Greene County, teacher leaders design and lead school-level
professional learning based on the needs of their teachers. For
example, in conjunction with the principal, they may determine
that a majority of teachers could use development on grouping
strategies. They will then plan a session, introduce resources and
have teachers practice during a regularly scheduled, school-based
professional learning session.

Clarify the skills your leaders need.

A good first step is to identify what high-quality feedback looks like in
practice and then observe principals and other instructional leaders in
action. Principal supervisors should learn how to look for and develop
feedback and coaching skills in principals, much as a principal would
assess a teacher on his or her instructional practices. For example:

@ InAldine, Lynn Sawyer from the Danielson Group trains area
superintendents to model the feedback behaviors they want
principals to use in post-observation conferences. She recently
worked with district leadership to audit observations with
principals to provide them feedback on the quality of the evidence
they collected and help them calibrate their ratings.



http://danielsongroup.org/framework/

@ Likewise, in Fulton County, regional superintendents model feedback conversations when they conduct their
evaluation of principals. They demonstrate the process for giving feedback and reflect on that process with
principals, who can then apply the same practices with their teachers.

Just as it is important to think about the most effective way to deliver supports to teachers, district leaders must be
thoughtful about how to build skills in principals and other instructional leaders that enable them to give teachers
high-quality feedback. It is important to talk with instructional leaders about giving teachers high-quality feedback
on an ongoing basis and provide regular time and space to promote the development of this skill. For example:

@ Salem-Keizer holds regular principal clinics to promote skill development. On the day that we visited the district,
all principals engaged in a role-play of two versions of a post-observation conference: one that was artfully done
and another that was not. Meeting participants debriefed the differences in the

conferences and planned for upcoming post-observation conferences with the District leaders must be

lessons of the role-play in mind. This session was part of an ongoing series of

modules based on Learning-Focused Supervision’—a supervisory and coaching thoughtful about how to build
model adopted by the district—and intended to develop powerful feedback

skills in principals. skills in principals and other

Good professional learning includes opportunities to practice the skill being instructional leaders that
taught. Principals and principal supervisors say that having a chance to actually

practice giving each other high-quality feedback has been the most valuable part enable them to give teachers

of their training. In addition, content-specific training allows principals to give hi gh_qu ahty feedback.
feedback on what is being taught, not just sow it is being taught. For example:

@ In St. Bernard Parish, district curriculum advisors train all principals on the curriculum in both math and English
language arts so they understand the context of the teaching practices they observe. District leaders also have
principals conduct walkthroughs to assess how well the curriculum is being taught, a practice that lends itself
to regular observation and opportunities to provide feedback. “The change in the way that our teachers have to
teach has been the biggest issue over the last few years,” said one principal. “To address it is to constantly be able
to talk about it”

Finding time to provide high-quality feedback and support is a challenge. Principals who also are responsible for
completing paperwork, overseeing student discipline, managing the school schedule and responding to parent
concerns have little time to invest in observing teachers in their classrooms. District leaders can help principals and
other instructional leaders prioritize this aspect of their practice over others. For example:

@ In St. Bernard Parish, instructional coaches are able to spend the majority of their time in classrooms or
planning and facilitating professional learning because the district has taken everything else off their plates.
Because they are instructional experts, they can also fill in for teachers who want to observe their peers in the
classroom. “One of my new teachers needed to see what a small group could look like in her classroom,” said
one instructional coach. “I will take over her class while she goes to observe another teacher implementing that
practice”

@ In Greene County, principals can deploy teacher leaders within their school building to help observe and coach
new teachers and design professional learning sessions. The Tennessee Department of Education has made
changes at the state level to increase principal capacity to conduct observations, including a reduction in the
number of observations for teachers who are consistently effective and a request to district leaders to limit the
amount of time principals spend outside their school building.

2 MiraVia, “Learning-Focused Supervision,” 2013. Available at http://www.miravia.com/resources_supervision.html.
3 Tennessee Department of Education, “Teacher Evaluation in Tennessee: A Report on Year 2 Implementation,” 2013. Available at
http://team-tn.org/wp-content/uploads/2013/08/yr_2_tchr_eval_rpt.pdf.
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GIVE THEM
THE RIGHT
TOOLS

In addition to skill-building, principals and other evaluators need tools and resources to help them
observe teachers, conduct pre- and post-observation conferences, and help teachers identify resources to
act on the feedback.

In the five featured districts, leaders worked with school leaders to create a set of observation tools and post-
conference protocols that have increased (1) the quality of post-observation feedback and support and (2) the time

that principals can spend on this essential part of the work.

Lessons from Leading Districts
Use a limited number of powerful, common tools across schools.

Streamlined observation tools can provide sharper clarity for principals and teachers, help them focus on specific
strengths and growth areas, and foster consistent practices. For example:

@ In Salem-Keizer, district leaders discovered that, because the district had not provided a standard observation
form, more than 40 versions of observation forms and protocols were in use across their schools. The district
created one common form that everyone now uses to conduct observations. Not only does this create
consistency in the data collection and conversations throughout the district, but it also means the district can
provide more effective training and support on conducting observation debriefs since all principals use this one

tool.

@ In Greene County, every teacher must complete a PLP with their principal. The PLP contains one area of
reinforcement or strength and one area of refinement or growth. This helps the principal and teacher focus their
post-observation conversations on one strength and one area of growth (see excerpt below and the full PLP in

the Appendix).

AREAS OF REFINEMENT AND REINFORCEMENT (CODE Data)

Refir ACT-activities closely related to PIC-directions are clear and detailed; and GRP-assign roles/structure to each group.

Reinforcement: MS-students are motivated by stations.

@ Giving Teachers the Feedback and Support They Deserve




Fulton County Schools is an urban district located in Atlanta, Georgia. Robert Avossa has served as
superintendent since 2011.

In 2012, the district adopted Teacher Keys Effectiveness System (TKES), the statewide evaluation system.
Fulton made minor adaptations to fit the context of the district, but its focus was on implementing the new system with
fidelity. District leaders spent a year before implementation training teachers and principals on the new system. During
this training, they emphasized that TKES is a growth instrument intended to support teachers and improve their practice.
TKES is composed of three components that contribute to an overall Teacher Effectiveness Measure (TEM): Teacher

Assessment on Performance Standards, Surveys of Instructional Practice (student perception surveys), and Student
Growth (student growth percentiles and student learning objectives).

Walkthroughs are one of the primary ways that Fulton County teachers receive feedback. Principals, peers and leadership
team members give teachers targeted feedback aligned with professional learning needs and tailored to improving
teaching practice. They also stress the importance of pre-and post-conferencing.

Fulton County is focused on the principals’ ability to identify and deliver the supports teachers need to continue their
professional growth. The district has empowered principal supervisors to strengthen their principals’ ability to provide
feedback and support. For example, principal supervisors model for principals how to deliver high-quality feedback and
support during principal evaluations. Additionally, the Human Resources department trains principals to provide high-
quality feedback to teachers through online and in-person modules. Principals also use Edivation, the district’s online
professional learning platform, to provide support to teachers. The content is organized by standards for instructional
practice, and principals can push out professional learning based on the needs of teachers within their schools.

Teachers say this targeted approach helps them make informed decisions about what professional learning options
to pursue. “After my evaluation, I meet with my [assistant principal] and we go over my scores. After the first

year, my area of refinement was grouping. In my second year, it was questioning. He suggested books to read and
materials that I've spent time looking through,” said one teacher. For principals, this focus helps them know what
specific growth to look for when they next observe a teacher’s practice.

Use tools that help focus observations and feedback conversations.

Protocols and agendas that shape post-observation conferences can help improve

the quality of feedback that observers give teachers. These districts have created “When 1 ple out an area of
tools that save principals valuable time during the observation process. For

example: refinement, [ want to provide
® The Tennessee Department of Education developed an optional post- evidence and a Support or

observation conference protocol that gives principals a script for facilitating
the conversation. In Greene County, some principals are using or have adapted resource they can use to
this script for leading post-observation conferences with the teachers they had

follow up ... . If I don’t provide

recently observed. “When I pick out an area of refinement, I want to provide

evidence and a support or resource they can use to follow up—a suggested that as a fOHOW-Llp, I haven't
teaching technique or someone in the school who does that skill well;” one o
principal said. “If I don’t provide that as a follow-up, I haven’t done my job.” done my ]Ob

@ Similarly, principals in Aldine use a Learning-Focused Conversations template

that helps them determine the specific needs of each teacher they observe and ensure that the post-observation
conference is structured and facilitated in ways that help the teacher set and meet his or her targeted goals.!
Additional resources from Aldine on how to plan post-observation conferences are in the Appendix.

4  MiraVia, “Learning-Focused Conversations Guide,” 2013. Available at http://www.miravia.com/documents/
LearningFocusedConversationsGuide.pdf.
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@ Salem-Keizer has developed a sample agenda for principals to use in post-observation conferences (see
Appendix). The sections of the agenda are aligned to the district’s Learning-Focused Supervision model,
reinforcing the importance of using coaching language and sequencing a feedback conversation in ways that the
teacher can hear it. As more principals adopt transparent sample agendas like this, teachers should feel there

are fewer “surprises” in their post-observation conversations.

Aspirations for Future Practice

Even in these leading districts, principals’ ability to conduct high-quality feedback conversations is inconsistent. In
the future, more districts should create or adopt tools such as the ones mentioned here to help principals be more
consistent and effective in giving teachers useful feedback.

With the adoption of new college- and career-ready standards in most states, teachers are modifying their
instructional practices to reflect the shifts in content and new expectations for student learning. Principals and
teacher leaders must be able to recognize these shifts and give teachers feedback on what they are teaching

in addition to sow they are teaching it. In other words, they must have an equally strong set of content and
pedagogy lenses to use when they observe teachers in the classroom. For many principals, just getting used to
new instructional frameworks and observation rubrics can be a tall order. Fortunately, several organizations
have created tools and resources to help principals look for and provide feedback to teachers on content-specific
instructional practices. For example, Student Achievement Partners has created a set of Instructional Practice

Guides that helps teachers and those who support them build their understanding of Common Core State

Standards-aligned instruction. The Louisiana Department of Education has adapted these tools for its academic
standards in both math and English language arts.

Many state and district observation rubrics are overly comprehensive and can be overwhelming for a principal who
is conducting either a formal or informal classroom observation. TNTP has developed a streamlined observation

rubric that focuses on a few key indicators of classroom performance to help observers better assess teacher
performance and give teachers supportive feedback. The University of Washington’s Center for Educational

Leadership also offers frameworks that reflect core elements of effective teaching and instructional leadership.

Giving Teachers the Feedback and Support They Deserve
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OFFER
TEACHERS
OPTIONS

The optimal evaluation process is a cycle of inquiry during which a teacher and instructional leader work
collaboratively to reflect on the teacher’s practice, examine the evidence about the relationship between
the teacher’s work and student outcomes, and make changes that improve learning for that teacher’s
students. The best processes continuously circle back to assess the teacher’s and students’ performance
and growth and use that learning to shape the teacher’s next areas of focus. For this process to work,
teachers need to own their instructional growth needs as well as their student growth targets.

It is important that districts track the activities teachers undertake in pursuit of professional growth. This approach
will help districts get smarter about the effectiveness of the professional learning opportunities they provide.
Ideally, this tracking would go beyond attendance but would also include frequency of coaching and mentoring,
access of videos, involvement in peer collaboration and any other ways teachers take advantage of professional
learning opportunities.

Lessons from Leading Districts

Create individualized teacher growth plans tied to evaluation data that empower teachers to pursue their
own development.

One-size-fits-all feedback is not helpful. Instead, leading districts are investing the people, time and money to help
teachers create customized professional learning plans. For example:

@ Every teacher in Greene County must complete a PLP with his or her “If you’re Choosing your professional

principal. Although typically the teacher is primarily responsible
for developing the draft plan, these PLPs offer an opportunity for development, you pllt more into it.”

principals and teachers to collaborate on a teacher’s development.

Together, the teacher and principal identify three instructional

competencies the teacher will work to refine and agree on how he or she will do so. The teacher in the example
below has targeted the following competency for refinement: “Students are working on a variety of literacy
activities that are engaging, authentic, and differentiated.” The teacher identified three upcoming professional
learning events that she thinks will help her meet this goal. She also committed to meeting with an English

language arts content expert on a staff development day.

COMPETENCY #3: K-5: Students are working on a variety of literacy activities that are engaging, authentic, and differentiated.
Activities/Resources/Time Frame Documentation
Students will be working in groups at centers while | am performing my small group instruction. The students
will be engaged with a variety of literary activities. The choice for these activities will stem from the
Benchmark testing done at the beginning of the year. * Student work

Plans
Attend webinar and June 11 textbook training for the new HM ELA series.

Assessments
Meet with the ELA department on a staff development day.
I will attend an ENl inclusion training June 4-5.

1 will also attend a Common Core training July 23-25.

August 2013-May 2014

Teachers in Greene County appreciate that they have greater control over their professional learning. “My
principal will create the PLP and identify areas to focus on, but you get to choose how you address them,”
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gj Greene County Schools is a rural district in

northeastern Tennessee. The district superintendent,
Vicki Kirk, has led the district since 2010.

Like all other teachers in Tennessee, teachers in Greene County are
evaluated under the Tennessee Educator Acceleration Model (TEAM)
evaluation system. Tennessee adopted TEAM in July 2011 and first
implemented it during the 2011-12 school year. For teachers with
individual growth scores, 50 percent of the evaluation is based on
student achievement data, including value-added scores (35 percent)
and additional measures of student achievement selected by the
teacher and evaluator (15 percent). The other 50 percent of the
evaluation is composed of qualitative measures including teacher
observations and student surveys. For teachers who do not have
individual growth scores, 40 percent of the evaluation is composed of
student achievement data and the remaining 60 percent is determined
through qualitative measures.

Teachers in Tennessee receive frequent observations during which

the evaluator uses the TEAM rubric to assess a teacher’s instructional
practice. Teachers also receive feedback from evaluators through pre-
and post-conferences. Prior to announced observations, observers
must conduct a pre-conference meeting to obtain context about

the lesson plan and students and to address any potential areas of
concern before the lesson. During the post-conference, the teacher

and evaluator use the indicators to identify what is working
well in the classroom (area of reinforcement), where there is room

for improvement (area of refinement), and options for professional
learning to support continued growth. These are incorporated into a
personalized learning plan (PLP) for every teacher in the district.

Greene County has identified principals as the primary drivers of
instructional improvement at the school level. Principals collaborate
with teachers on their PLPs and design school-level professional
learning based on the needs of their teachers. Greene County has
provided additional school-based instructional support through teams
of teacher leaders. It also has redesigned its professional learning
program to align with evaluation results and give teachers the ability to
opt into professional learning activities based on their areas of growth.

Giving Teachers the Feedback and Support They Deserve

said one teacher. “If youre choosing your professional
development, you put more into it

@ InAldine, teachers start the year by creating goals and
action plans and reviewing them with principals. During
the year, they use these plans to guide their ongoing
development. The principals say that the experience
of sitting with their teachers to create goals based on
classroom- and student-level data allows them to work
with teachers in more focused ways. The time they take
in the first six weeks to ensure that every teacher has
clear goals and solid action plans for achieving them is a
worthwhile investment that yields benefits downstream—
both during observations throughout the year and in the
summative review. Principals refer back to action plans
before conducting observations, and the goals and action
plans serve as a foundation for observations and feedback
conversations. “I work with my teachers to make sure that
the goals are linked to data,” one principal explained, “but
I spend most of my time with them working to make sure
the plan is real and actionable. Then, before observations
throughout the year, I refer back to the action plan to focus
my feedback”

Analyze observation trends and create tailored
professional learning opportunities, for both individuals
and groups of teachers, based on diagnosed needs.

In addition to teacher-specific plans, leading districts also are
helping school leaders develop schoolwide plans to address
more global needs identified during the evaluation process.
For example:

@ 1n Greene County, district leaders ask principals to develop
a school-based professional learning plan that outlines the
professional learning needs of the teaching staff and how
the principal plans to address them at the school level. The
principal analyzed evaluation data, school and student
achievement data, professional learning survey results
and feedback from the leadership team, including teacher
leaders. As a result of this analysis, the principal identified
areas of focus and professional learning goals for the entire
school team for the following school year. The plan includes
a method of delivery for professional learning and steps to
monitor progress toward goals. District leaders also invite
principals to the district office for a meeting in the spring
with the superintendent and instructional supervisors
to discuss the school-based professional learning plan
and instructional trends at the school. Based on these
conversations, district leaders create a summer calendar
of professional learning opportunities that are aligned
with the needs of teachers across the district. Teachers



http://www.aldine.k12.tx.us/cms/documents/INV1-2014-15-z.pdf
http://www.aldine.k12.tx.us/cms/documents/INV1-2014-15-z.pdf
http://team-tn.org/wp-content/uploads/2013/08/TEAM-General-Educator-Rubric.pdf

are required to fulfill a certain number of professional learning hours, but they “Two princip als and 15
can opt into specific sessions based on the growth competencies in their PLPs. .

“The district used to have a top-down approach,” said one district official. teachers deSIgned the
“Two principals and 15 teachers designed the PLP process. The idea is that PLP process. The idea [1n

all professional development should come from the ground up and should be
teacher-based. If we never do anything more than what we're doing right now, Greene County] is that all

it’s better than what we've done” .
professional development
@ District leaders in Salem-Keizer look at big-picture trends in evaluation data and

design professional learning offerings that address teachers’ areas of growth. should come from the
They use summative evaluation ratings by LEGENDS indicator to complete

ground up and should be

initial professional learning planning for the coming year. The result is a menu
of district-level options—offered on the district’s Academy of Teaching and teacher-based”

Learning platform and in person—that teachers can opt into and that principals
use to develop their on-site professional learning options.

@ In Fulton County, Principal Adrienne Grainger-Smith at Oak Knoll Elementary uses student-level data and
evaluations to drive professional learning in her school. She starts by analyzing grade-level data with the entire
staff. During this discussion, teachers get very specific about what they are doing well and where they need
to improve. Grainger-Smith then conducts weekly walkthroughs with her leadership team, when they coach
teachers in areas of improvement. They also ask teachers to create their list of professional learning needs. The
leadership team meets weekly to discuss the overall trends and create differentiated learning opportunities for
teachers within the building. They also identify targeted district-level training to support teachers in areas they
identified for growth. Oak Knoll has focused on creating a culture of feedback and support and has seen positive
student achievement gains.

Leading districts use multiple experts, not just staff from the “professional learning department;’ to conduct

training. For example:

@ In Greene County, educators at every level are involved in
designing teacher-, school- and district-level professional
learning opportunities. Individual teacher PLPs roll up to
school-based professional learning plans, which inform
summer professional learning offerings that teachers can
select. This approach gives teachers a sense of autonomy over
their professional learning options, but it also ensures that the
supports they receive directly address the areas of growth their
principals have identified.

@ In St. Bernard Parish, instructional coaches at the school level
design weekly content or grade-level team meetings based on
their classroom observations during the week. If, for example, a

high school instructional coach observes that English language
arts teachers are having difficulty teaching a particular writing
concept such as subject-verb agreement, he or she may develop a session for teachers on that topic. Coaches
also facilitate data team meetings that give teachers the opportunity to analyze student assessment data and
create a plan to modify their instructional strategies in response to the data.

Five Essential Practices @



https://academyteachlearn.courseinsite.com/login.html#_=1421895500226&url=https%3A//academyteachlearn.courseinsite.com/catalog.html

Aspirations for Future Practice
A February 2014 survey of 973 teachers found that:®

@ TFew teachers (29 percent) are highly satisfied with current professional development offerings.

@ Few teachers (34 percent) think professional development has improved with new evaluation systems.

@ Fewer than one in three teachers (30 percent) choose most or all of their professional learning opportunities.
@ Nearly one in five teachers (18 percent) never have a say in their professional development.

However, teachers with more choice report much higher levels of satisfaction with professional learning. Those who
choose all or most of their professional learning opportunities are more than twice as satisfied with professional
learning as those with fewer options.

5  Bill and Melinda Gates Foundation, “Teachers Know Best: Teachers' Views on Professional Development,’ 2014. Available at http://collegeready.
gatesfoundation.org/article/teachers-know-best-teachers-views-professional-development.

LIMITED CHOICE, BUT HIGH SATISFACTION WHEN TEACHERS DO CHOOSE

Few teachers choose most or all of their Teachers with more choice report much higher
professional development satisfaction with their most recent professional
development experience

Never chose myself

Never chose 25%  15%
myself

Chose myself in a few cases

Chose myself in 39% 4L6%
a few cases

29% Chose myself some of the
time

Chose myself 32% 41% 27%
some of the time

Chose myself most of the
time Chose myself KFA7A 46%
most of the time

Chose myself always

Chose myself
always

18% 42% A

Rating agreement/satisfaction on a 10-point scale:
M6 orbelow I Neutral B 9or10

Question text: “Thinking about ALL of the PD activities you participated in over the past 12 months to what extent did you choose them yourself vs. having them
chosen by someone else? Overall, how satisfied are you with the last [format] you participated in for professional development?”’

Ns: Overall, 973; Never chose myself, 175; Always chose myself, 93

Source: Teacher survey, February 2014

Source: Bill and Melinda Gates Foundation, “Teachers Know Best: Teachers’ Views on Professional Development,” 2014. Available at
http://collegeready.gatesfoundation.org/article/teachers-know-best-teachers-views-professional-development.
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New evaluation and support systems are producing an enormous amount of helpful data for teachers,
school leaders, district leaders and states. They also demand substantial time of school and district
leaders. For every formal observation they conduct of teachers, observers must enter ratings and feedback
in a timely manner. This allows teachers access to relevant feedback while the memory of the lesson is
still fresh. It gives district- or school-based instructional staff access to trends at the school level so they
can create school-based professional learning opportunities. It also allows district leaders to see the rate
at which observations are being completed and analyze trends in teacher performance in order to respond
to the data at the broader, district level.

But it takes time to produce all of these benefits. Technology can improve and simplify the process that teachers,
school leaders and district leaders use to collect, analyze, and respond to this observation and evaluation data.

Lessons from Leading Districts
Provide online, standards-based resources for just-in-time professional learning.

Leading districts are making increased use of online platforms to
supplement face-to-face professional learning. For example:

@ Salem-Keizer provides online professional learning modules,
organized by standard, for teachers through its Academy of
Teaching and Learning. Aldine’s Teachscape and Edivation

platforms include Danielson-aligned videos and modules. In both
districts, principals describe helping teachers to identify online
resources as part of post-observation conferences. Because their
systems do not yet “push out” relevant resources to teachers based
on observation data and ratings, principals spend time playing the

matchmaker role.

@ Fulton County also uses Edivation, a professional learning platform
that contains more than 2,500 instructional videos covering 125 topics with examples from real classrooms.
Teachers can select a specific Common Core standard and see how that specific standard progresses from
kindergarten to grade 12. They can also see videos of other teachers teaching each standard at each grade
level, along with lesson plans and reflection questions. Finally, Edivation can be used to “create a [professional
learning] plan where users can set goals, track their learning and provide evidence of growth.”

One leader in the district cited many positive attributes: “anytime, anywhere access; great support for [assistant
principals]/principals as they are giving feedback; and the district can create courses, study groups and ways

to collaborate, and good formative assessments.” Others discussed areas for improvement, notably the need

to create more content that is customized to reflect the needs of the county’s students and teachers. One high
school principal said, “Within Edivation, there are not enough examples from high schools or urban settings”
A teacher noted, “We are encouraged to use Edivation. It’s helpful, but the videos aren’t always relevant and
current”

6  EdSurge, “Edivation,’ 2014. Available at https://www.edsurge.com/pd-360.
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St. Bernard Parish Public Schools is a

suburban district in the greater New Orleans

area of Louisiana. Doris Voitier has served
as the superintendent since 2004. The community of
St. Bernard Parish was devastated by Hurricane Katrina

in 2005, which destroyed every school building and all
the homes in the parish. Within 11 weeks, the school
district welcomed 344 students back to class at one
unified school, and today 11 of the original 14 schools
have reopened.

Like all teachers in Louisiana, teachers in St. Bernard
Parish are evaluated under the state Compass
evaluation system. Half of a teacher’s evaluation
rating is based on achievement of student learning
targets, and the other half of the evaluation is based Offer videotaped lessons and observations for a powerful additional
on classroom observations by the teacher’s supervisor data source.
using the .The Compass rubric is a
modified version of Charlotte Danielson’s
. Nine districts and one public charter feedback. For example:
school piloted the rubric during the 2011-12 school @ In Aldine, panoramic classroom cameras (Lucy cameras) at Stehlik
year, which resulted in a more streamlined version of Intermediate School have changed the quality of conversations and

the Compass rubric. given teachers a new tool for self-assessing their practice. The principal,

Some districts are using videotaped lessons to sharpen and deepen the

The state does not prescribe how districts implement Christi VanWassenhove, advises those using the camera to record

the evaluation system beyond a core set of minimum an hour of practice and select the best 20 minutes to share with her.
requirements, including those described above. Districts That sets a solid foundation for the teacher and herself; the teacher
must also provide individualized professional learning feels empowered to showcase his or her best 20 minutes, and even
opportunities to teachers based on the results of the before the conversation, VanWassenhove has a good idea of what that
evaluation process. All teachers complete professional teacher considers to be his or her best work. She then asks the teacher
growth plans at the beginning of the school year, which to use the Charlotte Danielson Framework for Effective Teaching
evaluators are expected to consult throughout the to self-assess the video. Then she and the teacher share observation
year as part of the observation process to see whether notes. Although they come together to co-assess what they see,
teachers are on track with their action plan. VanWassenhove observes that “the camera can take the appraiser out

St. Bernard Parish is heavily focused on supporting of teacher improvement,” because even without her, this practice helps

principals to improve classroom practice through high-
quality feedback. It convenes principals for monthly
professional learning, where it builds their knowledge
of the curriculum and skills needed to successfully
implement the evaluation process, including how to
conduct informal walkthroughs and analyze teacher
and student performance data. It also has deployed
instructional coaches to every school. The coaches
observe teachers in the classroom every day, serve on
the leadership team and communicate about trends
in teacher performance to the principal, and facilitate
weekly professional learning sessions at their schools
by grade and content area.

her teachers to improve and own their own improvement.

Aspirations for Future Practice

None of the five sites have technology systems that push out resources to
teachers based on observation ratings, which is a clear benefit of having a
system that combines evaluation data and professional learning offerings.
Some districts have implemented such systems, including Denver Public
Schools, Long Beach Unified School District and Shelby County Schools.
The Academy for Urban School Leadership and the Teaching Channel

teamed up to create an online portal where teachers share videos of their
practice and lesson plans and get customized coaching and mentoring in
return.

Giving Teachers the Feedback and Support They Deserve
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Districts have several technology options based on resource availability. Silver represents the easiest lift in
terms of resources; many districts should be able to achieve this within a year or two. Within three to five years,
many districts may be able to reach the gold and platinum levels, recognizing that the platinum level requires a

significant investment.

Platinum Level
GOLD LEVEL, PLUS:

Gold Level 1. Incorporate teacher- and school-level
SILVER LEVEL. PLUS: student outcomes data
Silver Level 1. Connect the online modules to the 2. Provide opportunities for teachers to

evaluation platform collaborate online

1. Provide online and in-person professional
learning modules aligned with evaluation
domains

2. Push out resources to teachers based on
development areas

2. Organize online modules in a
teacher-friendly way
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(® PROMOTE A
CULTURE OF
FEEDBACK

(&) USE
TECHNOLOGY

WELL

Putting the Five Essential
Practices Together

OPTIONS Getting feedback and support right is the key to making evaluation systems work for teachers,

leaders and students. First, providing stronger feedback and support improves the quality of
instruction and therefore student outcomes. Second, shifting the culture around feedback and growth
makes evaluations more meaningful for teachers and leaders and ensures that they are much more than a
compliance exercise.

As districts work to build their team of instructional leaders, they have to determine who is best positioned to
support teachers and invest in rigorous and ongoing training to ensure that they are well-equipped to provide
high-quality and actionable feedback. Leading districts have developed effective tools that instructional leaders
can use to help focus feedback conversations. Once evaluation results are in, teachers are choosing high-quality
professional learning opportunities that help them improve their practice. In more and more districts, technology
systems help organize evaluation results and offer a comprehensive set of related supports for teachers.

Giving teachers better feedback and supports that are ongoing and relevant to their practice will ensure that they
feel valued as professionals and are able to reach their full potential. Districts will be able to retain their most
effective teachers, which will pay dividends in improved student performance over time.

Assessing the District’s Efforts

While the necessary steps are clear, high-quality feedback is difficult to give and receive. Most districts have not
yet established a culture of feedback. Instructional leaders may not yet have the skills or time to provide teachers
with the focused feedback they need and deserve. It is up to districts to change these conditions for instructional
leaders; the self-assessment in the Executive Summary guides district leaders in evaluating their efforts.

Districts can use the self-assessment to determine how they are doing on each of the five essential practices. For
instance, some may be strong in Essential Practices 3 and 5 but struggle when it comes to Essential Practices 2 and
4. This self-assessment process can help districts create a customized roadmap for improvement.
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Once districts have completed the self-assessment, how can they
work to put more of the essential practices in place? They can
probably improve in a few areas right away (e.g., create better
feedback tools) without making major changes. But, as the five
districts here exemplify, the real benefits come when districts go “all
in” by building out an entire system of the five interlocking essential
practices. That effort will require careful thought and planning and
often a realignment of the school system’s most critical resources—
people, time and money.

Putting the Essential Practices in Place
The focus of the previous chapters has been on the what—what

districts are doing to implement the five essential practices. This section focuses on the how—the kinds of difficult
decisions they had to make to realign people, time and money. How did they build the will and skill?

The Greene County superintendent and school board saw the state’s investment in a new evaluation and support
system as an opportunity to drive better local conversations about teaching and learning. The district invested
heavily in high-quality training, bringing in a consultant to work intensively with its principals on how to give
high-quality feedback. It rigorously selected a group of 3-10 teacher leaders in every school to provide additional
supports to teachers and compensated them for their extra responsibilities. It thoroughly reorganized its
professional learning opportunities for teachers over three years, creating offerings that teachers could select based
on their specific evaluation needs rather than more generic one-size-fits-all trainings.

Greene County district administrators have used Title I and Title II funds to subsidize training for the district’s
principals and teacher leaders, professional learning opportunities for its teachers, modest stipends for its teacher
leaders, and technology supports. More specifically, Greene County uses approximately $325,000 in Title I and

IT funds to pay for professional learning opportunities for its teachers, salaries for three academic coaches and
stipends for its teacher leaders. The district also pooled some Title I funds previously spent by each school to help
offset the costs of new technology software.

Aldine has tremendous buy-in and shared understanding of the purposes of the evaluation system—to differentiate
instructional practice, improve teaching effectiveness and increase teacher retention—from teachers, instructional
coaches, principals and district leadership. Although Aldine was not under any external pressure to update its old
evaluation system, the superintendent and her leadership team recognized the importance of taking this step. They
brought in external experts to (1) help them design a new evaluation system focused on feedback and support;

(2) build broad support and understanding; and (3) boost the internal capacity to have the kinds of coaching
conversations that lead to improved practice. The district has spent Title IT and local budget funds on ongoing
professional learning for administrators, online professional learning modules, teachers and teacher leaders and
provides funding for at least one instructional coach at every elementary school in the district.

Realigning Resources

The practices described in this report represent a significant investment by district and school leaders. Districts
will likely need to realign district resources to devote sufficient people, time and money to professional learning,
technology solutions and teacher leader stipends, for example. While a few of the five districts used grant funds
(e.g., Race to the Top, Teacher Incentive Fund, foundation) to help fund early work, they have all successfully
institutionalized funding for these activities using Title funds. For example, the five districts have:

@ Used Title I and Title II funding to support teacher leaders to broaden the pool of instructional leaders who can
give effective feedback to teachers.

@ Used Title I and Title II funding to develop robust and ongoing training to help instructional leaders learn how
to give teachers more effective and actionable feedback.

@ Used Title II funding to develop more effective professional learning opportunities for teachers during the school
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@ Used Title I funding to build or adopt a technology system that can help organize evaluation data and provide
robust supports to educators.

It takes collective responsibility to implement a robust system of feedback and supports. Everyone has an
important role to play. District leaders must be prepared to think differently about the systems, culture, practices
and infrastructure necessary to make their evaluation, feedback and support systems work effectively. They need

to diagnose what principals and teacher leaders need, be willing to rethink the role of principals, and be prepared
to lead this kind of systems change. Superintendents should serve as advocates for this work and ideally model for
their principals what high-quality feedback looks like. Human resource directors need to buy into these five essential
practices and create an aligned implementation plan. Principals need to make clear how evaluations can help
teachers improve and reorganize their days so they have enough time to provide meaningful feedback. Teacher
leaders need to seize their opportunity to help fellow teachers improve. If everyone in a district plays their part,
then significant improvements can take place quickly.

Evaluation systems are not just about holding educators accountable for the outcomes of students. They are an
important mechanism for teachers to receive useful feedback that helps them get better at their craft. Most current
evaluation and support systems are struggling to put the “and support” into practice, since they are not yet giving
teachers the feedback and assistance they deserve. The good news is that there are more districts like Aldine, Fulton
County, Greene County, Salem-Keizer and St. Bernard Parish. Not surprisingly, they have more satisfied educators
who are getting better results for their students by improving their teaching. Getting feedback and support right
will go a long way toward helping all schools in the 44 states implementing new teacher evaluation systems
succeed.
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. Professional Learning Plan (Greene County)

GREENE COUNTY SCHOOLS
Individual Professional Learning Plan

SCHOOL FOCUS
CODE Data: _Questioning, Standards (c.c.), Thinking Problem Solving (c.c.), Data Usage/Assess.

School: Camp Creek Teacher:  XXXXXX Position: Teacher 4™ LA School Year: 2013-14

ELA Trajectory:  53.5% Math Trajectory: 55.6%

TEACHER FOCUS (Complete appropriate subject information.)

Student Achievement Data  ELA: Math:
Student Value Added Data: ELA: Math:
ELA Trajectory: Math Trajectory:

AREAS OF REFINEMENT AND REINFORCEMENT (CODE Data)

1ad

Refi ACT-activities closely related to assess| PIC-directions are clear and d ; and GRP-assign roles/structure to each group.

Reinforcement: MS-students are motivated by stations.

PROFESSIONAL LEARNING PLAN

COMPETENCY #1: K-12: Students understand that there is a purpose for each text type to communicate clearly in writing.

Activities/Resources/Time Frame Documentation
Continue to improve on classroom library procedures.
¢ Student work
June 25-Chris Tiovanni writing workshop *  Plans

. . * Assessments
Meet one day in the summer with the ELA department.

Have a day in which students share their writing pieces.

Develop and teach routines the first week of school.

August 2013-May 2014

COMPETENCY #2: K-5: Tier Il and Tier Il students are getting daily small group guided instruction by teachers in addition to daily intervention time.

Activities/Resources/Time Frame Documentation
Continue using small group instruction on a daily basis. | will determine my grouping by using Running Records
and the STAR Reading assessment. Also, provide RTI time for the Tier Il and Ill students.
¢ Student work
Attend fall running records training at Camp Creek (Mercer). e Plans

* Assessments

Use the bookroom materials weekly. Schedul
¢ Schedule

Commit to a time each day to pull out my lowest level group. *  Running records
Observe videotaped model lesson filmed by Mercer-complete reflection task-Summer 2013
Film my own lesson for my own use-complete reflection activity related to competencies-by Oct. 2013

August 2013-May 2014

COMPETENCY #3: K-5: Students are working on a variety of literacy activities that are engaging, authentic, and differentiated.

Activities/Resources/Time Frame Documentation
Students will be working in groups at centers while | am performing my small group instruction. The students
will be engaged with a variety of literary activities. The choice for these activities will stem from the
Benchmark testing done at the beginning of the year. * Student work
* Plans

Attend webinar and June 11 textbook training for the new HM ELA series.
¢ Assessments

Meet with the ELA department on a staff development day.
I will attend an ENI inclusion training June 4-5.

1 will also attend a Common Core training July 23-25.

August 2013-May 2014
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Initial Conference

TEACHER & PRINCIPAL COLLABORATION

Documentation attached as needed.

Teacher Signature Date Principal Signature Date
On-Going Support (Record date and check activity for each additional teacher/principal collaboration)
Date: Observation Walk Through Conference
Date: Observation Walk Through Conference
Date: Observation Walk Through Conference
Summative:
Teacher Signature Date Principal Signature Date
Competency: (Check one) Achieved Extended

Il. Sample Summer Professional Development Options (Greene County)

Greene County Schools Summer PD Opportunities a

Registration Deadline: May 20

Click HERE to Register

ELA

Highlighted areas note a change or addition.

Revised 4/25/14

# Session Session Description Pi ter(s) Date Location Time |Grade
Differentiation is essential, and it begins with Tier 1. This session will give you a
1 | Tier 1 Readin brief overview of the Tier 1 component of RTI, but more importantly, it will Sharonda Brown |June| Technology | 8:30- K-8
9 provide a better understanding of what solid Tier 1 instruction should look like & Misty Mercer 12 Center 2:30
in ELA.
Small group instruction is critical in order for you to meet the needs of every
Independent student in your class. Implementing this best practice can leave you
2 Stations in wondering what to do with the rest of the class while you're having small Angel Eart June | Central Office | 12:00- K-5
Reading & group. This session will focus on general ideas for planning and managing 9 Y 26 | Board Room | 2:30
Math independent stations so that while you're doing small group instruction, the
rest of your students are still engaged and learning.
3 K-5 Close What is close reading and how does it fit into the requirements of Common Beverly Chandler |June |Central Office | 8:30- K5
Reading Core? This session provides an insight of why close reading is necessary in & Kristi Waddle 12 | Board Room | 11:00 B
every classroom and how to plan for close reading experiences with your
6-12 Close N : f June | Central Office | 12:00-
4 Reading students, using text that is already available to you. Candy Beets 12 | Board Room | 2:30 6-12
Guided Reading is a critical component in getting your students to increase
Guided their reading level. Whether guided reading is new to you, or you've been .
5 | Reading - The struggling with making your guided reading time work, this session will prepare Brittaney Bible June | Central Office 8’?0 K-8
y . . N 2 9 Board Room | 2:30
Basics you for full implementation of guided reading at the start of the new school
year.
6 S:ggf: I If you already have guided reading in place in your classroom, but you're Karen Baxley & | June|Central Office | 8:30- K-8
9 ready to take it a little deeper-this session is for you! Suzanne Shults 11 | Board Room | 2:30
(Advanced)
7 (K:"S Te)ld ity & . . . . . X Beverly Chandler |June| Technology | 8:30- K-5
omplexiry Getting your students to cite evidence from a complex text is easier said than & Kristi Waddle 13 Center 11:00 3
Citing Evidence | gone. This session will help you have a better understanding of text
6-12 Text complexity, and there will be lots of strategies provided for helping your
8 | Complexity & students better understand how to cite evidence from text. Mona Thomas | *une| Technology | 12:00- | .,
. . 13 Center 2:30
Citing Evidence
? | k2 vitting y A | swedde. | 24| Cemer | oo | K2
A pencil is the tool for letting us see what's going on in the brain! Having high
10 | 3-5 Wiiting expectations for your students must include having them write about what Beverly Chandler |June| Technology | 8:30- | , .
they've read or learned —in every content area. In this session, you'll become | & Angie Jones | 23 Center 11:00
11 | 6-8 Wiiting familiar with the TN rubric for wriing and how to address those requirements Jason Knight June | Central Office 84?:(} 68
at your grade level. 20 | Board Room | 11:00
. AT June| Technology | 12:00-
12 | 9-12 Writing Lori Wilhoit ) Center 230 K-2
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lll. Learning-Focused Conversations (Aldine)

Learning-focused Conversations

Teacher

performance levels and the standards?

at this time?

experiences and expertise?

Supervisor/ | Information, analysis, goals Information, analysis, goals
Specialist
I Calibralinﬁ Consultinﬁ Collaborating Coaching
[
Guidi What are the gaps/growth areas What information, ideas and technical What are some ways to balance What mental and emotional resources
ul t',“g indicated for this teacher based on present | resources will be most useful to this teacher | my contributions with this teacher’s
question

might be most useful for this teacher at
this time?

Use a pattern of pause/paraphrase/pause and inquire (coach) . .. or shift stance: —

Calibrating strategies:
« These data indicate a need to...

that...

« An essential next step would be.
« The standard at this grade level means

Consulting strategies:

« Typically, that might be caused by...
« Research in this area indicates...
« Some ways | think about that are....

« Several things that might be effective here,
. include...

<«—

Collaborating strategies:
« Let’s brainstorm a list of . . .

« Why don’t we generate some pro’s and
con’s for . ...

« How might we plan for . . .

expand professional expertise.

The Continuum of Learning-focused Interaction
is used by supervisors to flexibly shift between
four stances to develop teachers’ capacities to
apply standards, reflect upon data, set goals and

Activating and Engaging
« context * presenting issues
Exploring and Discovering
« goals and outcomes
« indicators of success
« approaches, strategies and resources
« potential choice points
and concerns
Organizing and Integrating
« personal learning  « next steps

Planning Conversations

Three Types of Paraphrase

Effective paraphrases align the speaker and responder, establish understanding, communicate regard and create
connections to whatever follows.

Shift Level of Abstraction:

In other words, there are . . .

Reflecting Conversations (4a)

Activating and Engaging

« recollections « perspectives and perceptions
Exploring and Discovering

« weigh evidence

« search for patterns

« compare/contrast

« analyze cause-effect

Organizing and Integrating

« generalizations « applications

Use invitational stems:
What are some . . .

In what ways. . .

How might you . . .
What seems to be . . .
CGiven your. . .
Basedon . ..

So, you'te comparing

Acknowledge and Clarify: Summarize and Organize:
So, you're noticing . . . There seem to be two key
You're describing. . . Issues....

Domain)
with

Include thinking processes:

What are some comparisons between . . .
In what ways might you apply this . . .
How might you compare/contrast . . .

Shifting up (e.g., move from
Element to Component or

So, your activities and
assignments are designed for
high student engagement.

Element)

Artful questions combine with pausing and paraphrasing to increase the potential of learning-focused conversations.
The goal of inquiry is to produce teacher thinking and integrate the self-talk of expertise.

Based on this lesson, what are some generalizations . . .
Given your experience, what might be causing this . . .

Copyright© MiraVia, LLC e The Road to Learning www.miravia.com

Shifting down (e.g., move from
Domain to Component or

Your thinking about using
assessment in instruction
includes assessment criteria
and feedback to students.
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IV. Learning-Focused Conversations: A Template for Planning (Aldine)

Learning-focused Conversations A Template for Planning

ACTIVATING AND ENGAGING (a, 1h)

CONTEXT
* What are some things about your students’ readiness (social skills, routines,
self-management) that are influencing your lesson (unit) design?

* What are some of the skills/ knowledge students will need to bring to this
lesson (unit) to be successful?

PRESENTING ISSUES
* What are some special areas/ student needs you will need to address?

* What are some issues you anticipate might influence student learning?

EXPLORING AND DISCOVERING

GOALS AND OUTCOMES (1¢)
* As you think about what you know about your students, and the content, what are some key learning goals?

* What are some ways that these goals integrate with other content learning?

* What are some thinking skills students will need to apply?

INDICATORS OF SUCCESS (1f)

* Given these goals, what are some things you expect to see/hear as students are achieving them?

* Given these goals, how will you monitor student learning?

 What kinds of assessments will you use to determine student success?

APPROACHES, STRATEGIES AND RESOURCES (1d, Te)

* What are some strategies you're planning that will both challenge students and support their success?

* What are some ways you'll ensure high engagement for all students?

* What are some resources or materials you/your students will need to support and extend student learning?
POTENTIAL CHOICE POINTS AND CONCERNS (Te, 1f)

* As you anticipate teaching the lesson, what are some points where students might struggle?

* What are some options for supporting struggling students and enriching those who need greater challenge?
¢ Should you notice that students’ attention is drifting, what are some possibilities for reengaging them?

ORGANIZING AND INTEGRATING

PERSONAL LEARNING
* What are some ways that this lesson provides opportunities to
pursue your own learning goals?

* What new learning/skills will you try or exercise in this lesson?

NEXT STEPS
* As a result of this conversation, what are some next steps?

Copyright© 2012 MiraVia, LLC  The Road to Learning www.miravia.com
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Learning-focused Conversations A Template for Planning

ACTIVATING AND ENGAGING (a, 1h)

CONTEXT
¢ What are some things about your students’ readiness (social skills, routines,
self-management) that are influencing your lesson (unit) design?

* What are some of the skills/ knowledge students will need to bring to this
lesson (unit) to be successful?

PRESENTING ISSUES
* What are some special areas/ student needs you will need to address?

* What are some issues you anticipate might influence student learning?

EXPLORING AND DISCOVERING

GOALS AND OUTCOMES (1¢)
* As you think about what you know about your students, and the content, what are some key learning goals?

* What are some ways that these goals integrate with other content learning?

* What are some thinking skills students will need to apply?

INDICATORS OF SUCCESS (1f)

* Given these goals, what are some things you expect to see/hear as students are achieving them?

* Given these goals, how will you monitor student learning?

 What kinds of assessments will you use to determine student success?

APPROACHES, STRATEGIES AND RESOURCES (1d, Te)

* What are some strategies you're planning that will both challenge students and support their success?

* What are some ways you'll ensure high engagement for all students?

* What are some resources or materials you/your students will need to support and extend student learning?
POTENTIAL CHOICE POINTS AND CONCERNS (1e, 1f)

* As you anticipate teaching the lesson, what are some points where students might struggle?

* What are some options for supporting struggling students and enriching those who need greater challenge?
¢ Should you notice that students’ attention is drifting, what are some possibilities for reengaging them?

ORGANIZING AND INTEGRATING

PERSONAL LEARNING
* What are some ways that this lesson provides opportunities to
pursue your own learning goals?

* What new learning/skills will you try or exercise in this lesson?

NEXT STEPS
* As a result of this conversation, what are some next steps?

Copyright© 2012 MiraVia, LLC  The Road to Learning www.miravia.com
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V. Sample Post-Observation Conference Agenda (Salem-Keizer)

Sample Agenda for Conducting a Post-Observation Conversation

*Frepare your space.
Phase One — Activating and Engaging Do not have a barrier
between you and the teacher.
1. Welcome “Sit at a 90 degree angle,
. ideally at the comer of a
2. Open Ended Question(s) table.

Example: After reflecting on your lesson/the observation notes, what are some
things that captured your attention — things you want to repeat and areas you
warnt to refine?

Ramamiber to:

*Paraphrase

*Pause

*Consider moving on the continuum of
interactions based on needsiresponses

1. Evidence Based Success of the teacher

F / — Evidence B loration

» Refer to third point data
e Formulate question(s) to address the success
e Provide a rationale for the effective practice and recommend continued
use
Example: In the observation notes, | underlined all of the academie words you
and your students were using. What are some factors that influenced this?

2. Evidence Based Support

» Refer to third point data

» Formulate question(s) to address the area in need of support

* Provide a rationale for the effective practice and recommend continued

use

Example: In the observation notes, you see that 5 of the 30 students responded
to the questions you asked. How similar or different is that from what you
expected?

Do not forget this phase — it is

o . IMPORTAMT! It allows you to check
ree — Integratin for understanding, and increases
application to future lessons,

1. Check for Understanding and Application to Future Lessons through Inquiry
Example: What are some big ideas that you are taking away from this
experience that will influence your practice in the future?

2, Plan for Needs
¢ Provide resources if needed
e« Plan for a time the teacher will share a new practice with others
e [Encourage instructional coaching
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Education First had the pleasure of visiting five leading
districts but we know there are many more effective
feedback and support practices being used in other

districts. If your school or district is doing something
innovative, please contact Rashidah Lopez Morgan at
to tell us your story.
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