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Shared Focus on Improving 
Literacy: Every Grade & Content Area 

√ Reading, writing AND speaking, listening (THINKING) 
√ Across the grades, content area disciplines – shared ownership 
√ Each discipline has a unique lexicon students must master 

IES Research Summary: 
Improving Adolescent 

Literacy (Gr. 4 and above) 

FREE: www.centeroninstruction.org 

1st Step? Begin w/the 
best research evidence  
available... 

True-isms for Improving 
       OUR Schools 

#1: It is impossible to significantly  
      improve student achievement  
      unless we  figure out ways to  
      improve our teaching... 

How well we teach = how  well they learn 
       - email stamp, Dr. Anita Archer 

DuFour & Marzano, 2011 

The Greatest Source 
of Variance in Our 
System is Related to the 
Teachers In EACH 
Building… how could 
we “skew” this distribution?  

or become a  
“shark’s tail” distribution 
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http://www.agi.harvard.edu/ What do these “outliers” do? 

In other words… 

Leading RTI/MTSS/Common Core or 
any viable School Improvement effort 
at it’s core is about Leading  
Instructional Improvement…. 

Decades of research syntheses (Hattie, 2009,  
Marzano, 2003) conclude the quality of instruction  
student’s receive is the single most potent  
variable in student achievement. 

- Robinson et al. 2009 

School Leadership and Student Outcomes: 
Identifying What Works and Why Best Evidence Synthesis 
http://www.educationcounts.govt.nz/publications/series/2515/60169/60170  

Decades of Research Indicates 
Most School Improvement Efforts Do 
NOT Impact Teacher Performance 

WHY? 
see: recent TNTP report The Mirage, tntp.org 
finding vast majority of PD is essentially a waste of time/money  
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Many Valid Reasons Including… 
!  Every changing focus, latest “fad/fashion/delusion” 
!  Lack of follow up, follow through 
!  Lack of “buy-in” – WHY do this?? 
!  Lack of support – accountability for implementation 
!  Lack of data/evidence to determine impact 
!  Lots of talk/paper/policies – little classroom level 
     action tied to observable student outcomes 
!  Very little/no Actionable Feedback to support 
     teachers improving their instruction 

Solutions? 

“Teachers Know Best: Teachers’ Views on 
Professional Development”:  

Front-line educators prefer PD that helps them plan and 
improve their instruction, is teacher-driven, includes hands-on 
strategies relevant to their classrooms, is sustained over time, 
and recognizes they are professionals with valuable insights.     

Teachers also said the least beneficial kind of PD was 
“professional learning communities”, which they described as 
“just another meeting,” a place to “share their frustrations,” or 
“a social hour.” 

Structure PD That Works! 

http://collegeready.gatesfoundation.org/wp-content/uploads/
2015/04/Gates-PDMarketResearch-Dec5.pdf 

If the latter description is what PLC’s really are for teachers, say 
DuFour and Reeves, “we absolutely agree that their time is 
being wasted. But we want to stress as emphatically as possible 
that the conditions they describe are not related to the authentic 
PLC process in any way.” 

DuFour and Reeves reply… 

-   Collaborative teams implement a guaranteed and viable curriculum, well-
planned unit by well-planned unit. 

-   Collaborative teams establish the criteria they will use in assessing student 
work. They apply those criteria consistently and monitor student learning 
through an ongoing assessment process that includes frequent, team-
developed common interim assessments. 

-  Educators use the results of these common assessments to help one another 
improve their individual practice and build the team’s capacity to achieve its 
goals.  For more see… 

- Education Week, October 2, 2015 

Mike Schmoker Sums It Up Succinctly 
          Transforming Professional Development: Beyond ‘The Mirage’”, 

            Education Week, October 21, 2015 

1)  Choose instructional practices with the strongest research 
     base and track record. – e.g. IES Practice Guides (not the 
     latest fad, newest technology, etc) 

2) Choose a small number of initiatives and provide sustained  
   training and monitoring. 

 - actual practice w/feedback during team meetings 
 - classroom based lesson feedback (coaching, video, etc) 
 - collaborative  lesson planning/formative assessments 
 - collaborative analysis of results (including video) 
 - unwavering sustained focus  

The What 

The How 

The Power of Coherence 
A Common Focus 

Pathways to the Common Core, 2010 
How? What can schools do to 
intentionally make this happen? 

True-isms for Improving 
       OUR Schools 

#2: Leadership must be distributed, 
      Principals can’t do it alone – it 
      does indeed “take a village” – or in 
      our case a school. 

School improvement can’t effectively be mandated or complied 
with… it requires “collective efficacy” in which ALL players  
understand their differing roles and are committed to goals of 
improved student learning… I call this the “flesh and blood” test 
of commitment – you would want “it” for your own children…  
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How Can Teachers “Lead”? 

“A leader is a person others want to follow,  
 emulate, learn from…” 

!  Open their doors to peer observation 

!  Volunteer to “go first” (Obser./Video/etc) model 

     risk taking/stretching beyond our comfort zones 

!  Video tape their teaching & share w/colleagues 

!  Speak up/advocate during PLC/Faculty meetings 

!  Co-plan, co-teach with colleagues, etc etc 

!  “BE the change we want to see… (Gandhi) 

De- Privatizing Our Profession 

Embracing  
         “Public Practice” 

The Metaphorical  “Berlin Wall” in Education 

“I’ve been teaching high school math for 6 years and, student 
teaching aside, I have NEVER observed a colleague teaching.” 

         - Adam, Central OR Literacy Project Participant, 2011 

Creating a school culture that supports… 

Public Practice 
Continuous improvement requires feedback and 
support. The only way to get and give feedback is 
for practice to be seen, heard, and discussed by 
other professionals. Therefore, in a high 
performing educational system professionals 
must be willing to make their practice public. 
Public practice is central to the functions and 
scope of work of the School Leadership Team and 
each Professional Learning Community.    
                   - Canyons SD, Salt Lake City 

  Building Leadership Team Manual, 2012 

Note the irony here, the enterprise dedicated to human learning, 
Education, routinely leaves out the most essential variable in the  

learning process for it’s own members… FEEDBACK!! 

Coaching framed as “public practice” can harness the power of: 
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Atul Gawande, M.D. 
- surgeon, writer, teacher Harvard Medical School 

www.gawande.com 

Personal Best: Top athletes and 
singers have coaches. Should you?  

 by Atul Gawande OCTOBER 3, 2011, New Yorker 
 download free at: www.gawande.co 

Discuss w/ a neighbor: 

Thinking about this title: - what do you think 
Dr. Gawande will be suggesting – possible 
implication for educational leaders?    

Gawande thinks that the modern 
world requires us to revisit what we 
mean by expertise: that experts 
need help, and that progress 
depends on experts having the 
humility to concede that they need 
help.– 
 Malcolm Gladwell 

The Challenge at EVERY School Serious  
About Improving Student Achievement… 

Figuring out how to significantly improve our teaching… 

“Cowboys”, to 

“Pit crews” 
Atul Gawande 
www.gawande.com 

Reframing Coaching 

Expert coaching 

 Peer coaching 

  Team coaching 

   Self coaching 

Canyon’s Structures to Support Creating a 
Culture of Actionable Feedback for ALL 
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1)   Peer to Peer Coaching – PLC Debriefing – 1 teacher from each PLC team  
is observed by other team members during 2 week period, team debrief and 
discussion during PLC.  

2)   Learning Walks  or Team Coaching – 4-8 teachers plus a coach/VP, or P 
observe a teacher for 20 min. – immediate debrief for 5-7 min. in hall. 

3)   Expert Coaching – 1-1 w/the math or literacy coach etc. 

4)  Classroom Video Clips – others at first (e.g. Frey/Teaching Channel) then 
shoot your own & self view, then selected peer finally team/school - clips run 
2-10 ,min. edited to focus on a common issue/interest. 

5)  Mini-lesson demonstrations – 3-10 min. modeling some portion of a recent 
lesson, focused on a common issue within PLC or other groups. 

6)  Principal Walk Throughs – brief observations & feedback from site admin. 

Public Practice Formats: Creating a Culture of  
Respectful Giving & Receiving of Actionable Feedback The Incredible Value of  

“Scrubbing In” w/Colleagues 

Team Coaching: Learning Walks 
or “Scrubbing In” Together 

"   Agree upon instructional focus; e.g. EI Tool 

"   LW teams = Admin/Coaches + Teachers 

"   15-20 min – gather data using EI Observation tool 

"   Immediate debrief (5 min.) in the hall – teachers keep tools 

"   Affirmations + Questions/Wonderings/Suggestions 

 “Feedback is the breakfast of champions.” 

Ex. Learning Walk or “Scrub In” Schedule – Bend HS 

An Example: Academic Literacy Project 
It is a collaborative, teacher driven project 
designed to organize the school around best 
practices in Academic Literacy Learning 
across the grades and content areas. 
Components include: 

#  Implementing key “best practices” (meta-analyses 
   /syntheses of latest literacy research e.g. IES Practice Guides) 
#  Job embedded professional development 
#  “Public Practice” – Learning Walks, Video, etc to 
    involving teachers in giving and receiving actionable 
    instructional feedback 
#   Leveraging the skills of our strongest teachers to  
    become “normative” across the school 
#   Creating a culture of valuing feedback across the school

Bottom Line re: Why Learning Walks? 

To improve student achievement via a shared  
focus on increasing literacy. Research clearly  
indicates improved instruction is the pathway to  
improving student learning – Learning Walks  
are key part of an array of “public practice”  
tools that provide teachers with the “actionable  
feedback” necessary to support the continuous  
improvement of their teaching.  
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ALP – Begin with the Willing/Able 
Develop Local Examples - Leaders 
!  Strong/effective teachers – producing solid results 

!  Informal leaders – have “street cred” with peers 

!  Risk takers  - inquisitive, action researchers,  

     problem solvers/solution finders 

!  Across content areas (including Math/Sci/SS) 

!  NOT folks who need “fixing” or shoring up!  
* Initially, to provide the leadership/modeling/support to 
   engage 100% of the faculty. 

Collaborative “Dispositions” 

√   Humility/Curiosity/Kindness – no single person (coach, principal,  
     consultant etc.) knows it all, even experts need help/support/feedback 

√   Collaborative Partnership is the path – admin, coaches and  
     consultants need to forge these relationships tied to agreed upon  
     FOCUS on Academic Literacy, or “Collaborative Coherence” 

√   Creating a safe environment for honest, open, trusting, inquiry…  
     supportive of “ALP” – eventually involving the entire faculty 

√   Evidence matters – data, student performance (saying/writing/doing) 
      guides our decisions (Response to Instruction or RTI) 

√   Model/Embody Feedback for ALL as clear professional norm,  
     We can’t reliably improve without “actionable/respectful Feedback”! 

Key Norms Teachers Model – Help Create a Culture of: 

The power of video is that it cuts 
through the complexity of teaching 
and shows a true picture of what is 
happening. 

- Jim Knight, U of Kansas Coaching Project 

Perhaps the most powerful, least used of 
ALL Actionable Feedback formats… VIDEO! 

“With the videos, you get to see yourself in a different way. 
Actually you never really get to see yourself until you see a 
video of yourself. I changed immediately certain things that I 
did that I didn’t like.” 

“I realized I learned more about who I actually was as a 
teacher by looking at the video. I learned of the things that I do 
that I think that I’m great at I was not so great at after all. Even 
the things I did well, I thought, OK that’s pretty good, why do I 
do that, and where could I put that to make it go farther. So it 
was a two-way road, seeing what you do well, and seeing the 
things that have become habits that you don’t even think about 
anymore.” 

What do teachers report about 
seeing videos of their instruction? 

http://www.metproject.org/ 

Video-Enhanced Teacher Evaluations 
       - Jim Knight 

1. Principal meets with teacher and explains the 
    observation form or framework (even better if it 
    is known from PLC & ALP work) 
2. Principal observes and video records a lesson 
3. Principal and teacher each watch the video 
    separately and complete the observation form 
4. Principal and teacher meet to discuss what they 
    found 

Another valuable role for video…   Scaffolding the Video Journey 
* all using same “lens” – observation/feedback form 

1.  Watch video clips of other teachers (Archer, Teaching Ch., 
      Fisher/Frey website, etc.) – individual and team critique/ 

 inquiry, establish the validity/utility of video feedback 

2.  Shoot a video of yourself – watch it ALONE – make notes, 
      reflect – ALL PLC members commit to a date to debrief 

3.  Shoot a video of yourself – watch in w/a trusted colleague 

4.  Shoot a video of yourself – share w./in PLC/Gr. Level Team 

5.  Shoot a video of yourself – share on local website etc etc 
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Guided video critique using a “shared lens” on instruction is a  
great/safe place to begin leaning to give/receive meaningful  
“actionable feedback” – a key to improving instruction. 

1)  Anita Archer: http://explicitinstruction.org/ 

2)  Doug Fisher/Nancy Frey: http://www.youtube.com/user/FisherandFrey 

3)  Kevin Feldman: drkfeldman@gmail.com (I will place in DropBox for you) 

4)  Catherine Snow – Word Generation: http://wg.serpmedia.org/ 

5)  Teaching channel - https://www.teachingchannel.org 

6)  Jim Knight - http://www.corwin.com/highimpactinstruction/videos.htm 

7)  Create you own school/district/regional Video Library 
       http://www.inghamisd.org/academic-services/mtss/tlt-video-library/ 

Sample Sources for FREE Instructional Videos  
to Develop Our Analysis/Feedback Skills Reflect – Imagine - Speculate 

!  How much video analysis/critique happens at your 
     school currently? 

!  What is your vision for 1-2 yrs from now? 

!  What might this process look like? 

!  How could you scaffold this for your teachers? 

!  What would be the “next steps” you could help lead? 

But how do we get “buy-in”? 
Not very effective: 

 - lectures, admonitions, pleading, & other talk 
 - mandates, “you will comply….” 
 - hope it happens spontaneously etc. 

Very effective: 
 - “Direct – lived – 1st hand experience”  
 -  tied to clear (and brief) rationale (why?)  
 -  tied to clear (and brief) focus (what?), e.g. literate 

            engagement 
 - begin w/the eager, already skilled teachers…  

            becomes a “snowball of efficacy” as it grows…  

What I’ve Learned Facilitating Whole 
School Change… 

!  Power of Mutual Commitment/Accountability 
 - e.g. informal MOU for all key players 

!  Establish a School Leadership Team (“truth tellers”) 

!  Begin with the “willing & able” – build on success 

!  Humility, Kindness, & Curiosity as key dispositions 

!  Willingness jump in and “do it together” – e.g. video 

!  BE the change you are trying to facilitate  

93% 
Growth 

High School Gains Were Stunning... Everyone Grew, Especially Those MOST In Need 
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What caused this HS to improve? 

“While there were no doubt many factors 
that account for the significant improvement 
in student achievement at Madras HS, we 
are convinced it was our laser like focus on 
increasing student engagement, brought to life by 
instituting learning walks across our entire 
faculty, that allowed us to truly become a  
‘learning community’ – specific feedback linking 
our teaching to student learning was the key.” 

       
       - Melinda Boyle, Jefferson Co 
         Schools, Madras OR 

The heart of the matter… 

The ‘heart of the matter’ consists of focusing on 
four systemically related BIG drivers that work. 

   1. Focus on the learning-instruction-assessment 
       nexus 

   2. Build a collaborative culture – inspires teamwork 

   3. Align systems around limited common focus 

   4.  Avoid “wrong drivers” (e.g. merit pay, top down mandates) 

Michael Fullan – Choosing the Right Drivers 
http://www.michaelfullan.ca 

We are ALL “Boys* in the Boat” 
*or girls!! 

…magic is possible when we 
are ALL pulling in the same direction, 
all in synch, the boat “swings”… 
This is “collaborative coherence”! 

Thanks for Your 
Active/Thoughtful 

Participation! 

Please send along any  
questions; drkfeldman@gmail.com 

Kevin Feldman 


