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8 steps to improvement

Indiana district examines student data and adjusts instruction

Focus on the

From a
leader’s
BY JOAN RICHARDSON bookshelf
Createa
eggy Hinckley had aclear mandate significant improvementsin student learning Teachable Point
hen she arrived as superintendent after teachers learned an eight-step process for of View.
of Warren Township schoolsin examining student data and adjusting their PAGE 4
Indianafour yearsago: improve instruction. She invited consultant Pat Daven-
student learning. port, who had been integral in Brazosport’s
The suburban Indianapolis district of 12,000  changes, to share the story with Warren Town-
students had success- ship principals.

fully emerged from
court-ordered desegre-
gation. “But we were
till teaching the same
way we had been

Hinckley offered to
fund up to three NSDC tool
schools to work with Reflect on all
Davenport toimple- aspects of a
ment the same process proposed change

teaching when wewere in the district if they or future event
teaching all white kids could convince her with “Six Hats.”
in the 1970s. We had their staffswere ready PAGE 5
not come to gripswith ; v iy _ PR for this step.
the fact that our ' - ' “Schools cometo a
children now are mostly minority and mostly stage of readiness at different times. Their need
living in poverty,” she said. to be there had to be driving them. | believe you
“We had many teachers who wanted their have to see a personal need in order to be willing
practice to be better. But we had no consistency to make necessary changes,” said Hinckley.
across the district in what we were teaching. Our Teamsfrom two elementary schoolsand one
grade-level teamswere not focused on instruc- middle school — all schools deemed low National Staff
tion,” she said. performers on the statewide I ndiana assessment Egﬁilco“p ment
In her search for an answer, Hinckley — embarked on learning the eight-step process (800) 727-7288
discovered the story of Brazosport, Texas, the from Davenport in summer 2002. www.nsdc.org
small coastal Texas district that experienced Continued on p.6

Our goal: All teachers in all schools will experience high-quality professional learning as part of their daily work.



DISTRICT
LEADERSHIP

Hayes Mizell
is NSDC's
Distinguished
Senior Fellow

System leaders
should
communicate the
expectation that
teachers and
principals must
take the initiative
to learn what is
necessary to
improve student
performance.

Urge principals, teachers to let
student needs guide their own learning

inally, aquiet revolution is beginning
to occur in professional learning
ak.a “professional development,”

“staff development,” and “inservice”).

For decades, central offices of school
systems have taken most of theinitiativeto
conceive, plan, and deliver professional develop-
ment. While building-level educatorshave
periodically taken college coursesto satisfy state
certification requirements, and afew have
attended state and national conferences, central
offices have dictated the continuing education of
most teachers and principals. This has enabled
school systemsto decide the substance of what
these educators should know, and even how and
when they should learnit.

Thereis, of course, an appropriate role for the
central officeto engage al educatorsin common
learning. New curriculum standards or anew
testing program mean al educators need certain
basic information about theinitiatives. When new
state laws affect the daily operations of schools or
the responsihilities of educators, it may be more
efficient for aschool systemto convenelarge
meetingsto brief educators.

But many school systems go well beyond this
reasonablerole. They devel op catalogs of profes-
sional development offerings, recruit presenters,
and schedule sessions. A central office leader
becomes interested in a specific instructional
method and decides all teachers of a particular
subject or grade should participate in staff
development to learn how to implement it.

Some school systems take such approaches
because they want to affect change rapidly. They
hope to improve the practice of large numbers of
teachersin asingle stroke, shaking them out of
comfortable routines and raising their expecta-
tions and performance. Other school systems
want to control the learning process, perhaps
because they fear that professional devel opment
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will become fragmented, with few demonstrable
results. Still other school system leaders simply
want to retain control for its own sake, or hubris
drivesthem to believe that only implied or direct
coercion by the central office can change
teachers’ instruction.

One effect of this centralized control of
professional development isthat teachersand
principals come to regard their continuing
education as something which is not their
responsibility. They develop the view that it isup
to the central office to decide when and what
educators need to learn. This, in turn, breeds
passivity that further diminishes self-efficacy. It
leads them to believe that not only can they not
act to learn what they need to address problems
in their classrooms and schoals, but that they
should not do so. They defer to the central office
to define and provide their professional learning
and in the process become weaker rather than
stronger educators.

Thetideisnow slowly turning as more
school systems confront their own records of
failure inimproving instruction and school
|eadership through centralized professional
development. One example of changeisthe
growing presence of school-based staff develop-
erswho work each day with teachersin their own
classrooms and schools to help them learn new
pedagogy. Other examples are found in the
growth of small learning communities, study
groups, and classroom walk-throughsin schools.
Therolefor the central office should shift from
controlling professional development to commu-
nicating the expectation that teachers and
principals must take theinitiative to learn what is
necessary to improve student performance. When
school system |leaders create the conditions and
provide the support that enable educators to meet
that expectation, and when learning increases as
aresult, the revolution will be well under way.
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Model data-driven decisions

at the system level

entral office staff have atwofold
responsibility when it comesto
analyzing and using data. First,
they need to use disaggregated,
districtwide datato make decisions
about district-level improvement goalsand staff
development activities. Second, central office staff
need to model the same processes
and strategies they expect schools
to use when staff make decisions
about increasing student learning
through school improvement and
professional development. When
principal s and teachers experience
dataanalysis activities at the
district level, they are more likely
to use them in their home schoals.
This second responsibility
highlights an underlying assump-
tion of the NSDC Standards for

DATA-DRIVEN

Staff development that
improves the learning
of all students uses
disaggregated student
data to determine
adult learning
priorities, monitor

progress, and help

training. Similarly, school improvement teams
may not have the skillsto facilitate groupsin
making meaning from data, identifying goals, and
prioritizing student learning needs.

Psencik and Hirsh (2004) describe a process
for analyzing data that identifies both the
organization’s strengths and weaknesses rel ated
to the data (p.65). Those data can
include student performance data,
curriculum, and instruction, as
well as organizational climate and
culture. Identifying school
strengths can lead faculty to value
datarather than seeing it only as
evidence of their limitations.

Analysis of student perfor-
mance data leads to the identifica-
tion of student learning needs.
Disaggregated dataiscritical
becauseit providesfor amore

sustain continuous

Staff Development: aprimary role
of central office staff isto support
and providetechnical assistance
to schools. According to the Innovation Configu-
ration map for the standards (Roy & Hord,
2003), central office staff members (not just the
director of staff development) should use
disaggregated student data to determine
adult learning priorities.

In order to accomplish this Desired Out-
come, central office staff prepare school
improvement teams to analyze disaggre-
gated student data to determine student
and adult learning needs with the school.
The preparation of school improvement teams
means providing them with strategies and
structuresfor involving faculty membersin
analyzing and using student achievement data.
Central office staff may need to help school
improvement teamsfeel comfortable sincedata
analysis has not traditionally been part of their
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improvement.

detailed inspection of results for
sub-groups of students. This data
allows staff to answer the question,
“Isthedistrict serving all students equally well?’

Once student learning needs are identified,
staff need to determine what adults need to know
and be able to do to accomplish those student
goals. For example, adistrict identifies math-
ematical problem solving as aweakness. Curricu-
lum and textbooks are examined to determine
alignment with the assessment. If instructional
materials are adequate, then walk-throughs,
teacher interviews, and teacher surveysare
conducted to determine the use and quality of
instructional strategies. In other words, low
student scores do not automatically mean
scheduling atraining in mathematics content.

The central officeroleisto prepare schools
to use datawell; one of the best ways to accom-
plish that goal isto make data-driven decisions
transparent at the district level.

FOCUS ON THE
NSDC
STANDARDS

Pat Roy is co-author
of Moving NSDC’s
Staff Development
Standards Into
Practice: Innovation
Configurations
(NSDC, 2003)
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FROM A LEADER’S
BOOKSHELF

Dennis Sparks is
executive director
of the National Staff
Development
Council

BIG IDEA

Leaders' Teachable
Points of View are a
primary means of
influencing the
values, ideas, and
plans that advance
the school system
toward its most
important goals and
of continuously
developing leaders
throughout the

organization.

REFERENCE
Tichy, N.(2002).
The cycle of
leadership: How
great leaders teach
their companies to
win.New York:
Harper Business.

CREATE TEACHABLE

POINTS OF VIEW

“I need to become a well-educated person, as opposed to a well-trained person.This means reflecting

upon and deepening my own ideas, and giving greater value to my own thinking. ... We each have our
own theories and models about the world and what it means to be human.We need to deepen our

understanding of what we believe.”

hallmark of effective leadership

is clarity of thought about

important issues and the ability

to express one'sview in simple

declarative sentences. The ability
of district |leadersto express themselves clearly
in writing and in speaking to various audiences
isaprimary meansto move the organization
toward its most important goals and to continu-
ously develop leadership
among other administrators and
teacher leaders within the
system.

Noel Tichy (2002), in The
Cycle of Leadership: How
Great Leaders Teach Their
Companiesto Win, recommends
that leaders achieve such clarity
regarding their ideas, values,
and plans by crafting “ Teachable Points of View”
(TPOVs). TPOVsare akey aspect of leading
“teaching organizations” (seelast month’'s
column) formed around Virtuous Teaching
Cyclesinwhich “aleader commitsto teaching,
creates the conditions for being taught him or
herself, and hel ps the students have the self-
confidence to engage and teach aswell” (p. 21).
(Next month’s column will address in more detail
the nature of thisteaching.)

L eaders begin Virtuous Teaching Cycles
when they craft their Teachable Points of View
(TPOVs). ATPQV, by Tichy's (2002) definition,
is“acohesive set of ideas and concepts that a
person is able to articul ate clearly to others’ (p.
78).

THE BOOK

By Noel Tichy
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The Cycle of Leadership:
How Great Leaders Teach
Their Companies to Win

2002, Harper Business

— Peter Block

“The very act of creating a Teachable Point
of View makes people better leaders. ... ,” he
writes. “[L]eaders cometo understand their
underlying assumptions about themselves, their
organization, and business in general. When
implicit knowledge becomes explicit, it can then
be questioned, refined and honed, which benefits
both the leaders and the organizations’ (p. 97).

But developing a Teachable Point of View is
not asimple or easy process,
Tichy recognizes. “It requires
first doing the intellectual work
of figuring out what our point of
view is, and then the creative
work of putting it into aform
that makesit accessible and
interesting to others. ... We live
our lives and do our jobs based
on ahuge internal database of
assumptions and ideas, but we usually aren’t very
aware of what they are or how they shape our
behavior” (p. 100).

Tichy strongly recommends“writing asan
essential part of the process of developing a
TPOV” (p. 103). In addition, he recommends
reflecting, getting feedback from others, and
revising. “The process of articulating one's
Teachable Point of View is not a one-time event.
Itisan ongoing, iterative, and interactive
process,” Tichy writes (p. 103). “Coming up with
theinitial TPOV really ishard work,” he
underscores. “It starts with the leader taking a
mental inventory of the stuff inside his or her
head. It requires atotal commitment of head,
heart and guts” (p. 101).
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WHAT A DISTRICT LEADER NEEDS TO KNOW ABOUT ...

Six hats

Directions to the facilitator: This activity is especially helpful to groups that want to reflect
on afuture event or proposed change.

Time: 45 minutes.

Supplies: To dramatize the different role that each person hasin this activity, consider buying
inexpensive plastic hatsin six different colors or creating simple homemade hats from colored
construction paper.

Preparation: The facilitator should ensure that participants in this process understand the
central question, preferably by writing the question on alarge sheet of poster paper and posting
it so that it isvisibleto all participants. Select arecorder who will take notes of ideas that are
recommended by the various*hats.”

Directions

1. Assignone color hat to six different individuals or sub-groups of the larger group. If the group is
large enough that sub-groups are necessary, each sub-group should work independently and select
one person to report their findings to the larger group. Time: 5 minutes.

2. Each color hat will focus on looking at the question through the lens of their particular hat. Time:
10 minutes.

e WHITE HAT = DATA. What does research say? How effective has this activity been in and under
what specific circumstances? How much would it cost to implement?

*  YELLOW HAT = SUNSHINE. What are the positive aspects of thisidea? What good will come out
of it? Who will benefit as aresult of this?

e BLACKHAT = CAUTION. What are the downsides to this idea? Who will be hurt as aresult of
implementing this?

*  RED HAT = EMOTION. How will people react to thisidea? Who will be upset by this?

*  GREEN HAT = GROWTH. What will we learn as aresult of this? What are some of the new ways
of thinking that we might learn? How will we change and grow as a staff as aresult of this?

e BLUE HAT = PROCESS. What information will the staff, the board, and the community need in
order to understand this? Who could put the process together? How will we introduce this idea to
the staff and other stakeholders?

3. After eachindividua or group has had time to reflect upon the questions, each “hat” should report
its findings to the entire group. The recorder should make notes of the findings. Time: 30 minutes.
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NSDC TOOL

DATA

SUNSHINE

Adapted from
Reflective Practice to
Improve Schools, by
Jennifer York-Barr,
William Sommers,
Gail S.Ghere,and Jo
Montie (Thousand
Oaks, Calif: Corwin
Press,2001.) Order
from http://
store.nsdc.org.
Item # B187.
Member price: $30.

Note: This idea was
originally proposed
in Lateral Thinking,
by Edward deBono
(New York:Harper &
Row, 1970).
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Hinckley
deliberately
started small.“The
first year only
happens one time
so you have to
proceed
cautiously.
Mandating the
training across the
district was going
to be more than we
could manage.”

8 steps to improvement: Analyze data, adjust instruction

Continued from p. 1

The eight steps look like this:

Sep 1: Disaggregate and analyze student
data, including test results.

Sep 2: Develop aninstructional calendar in
the core subjects.

Sep 3: Deliver aninstructional focus, based
on the calendar.

Sep 4: Assess student mastery of the
standard taught by using common formative and
summative assessmentswritten by teachers.

Sep 5: Provide additional instruction for
students who did not master the standard.

Sep 6: Provide enrichment for studentswho
have mastered the standard.

Sep 7: Provide ongoing maintenance of
standards taught.

Sep 8: Monitor
the process by using
classroomwalk-
throughs, learning
logs, grade-level
meetings.

One of Warren
Township’sfirst
actionswas creating an
instructional calendar
and an instructional
focustied to the state
academic standardsfor
math and language arts
in each grade level. Teams of teacherstypically
create such calendars as away to ensure that
every student getsinstruction in every standard in
an orderly fashion.

Built into the calendar are brief, three-week
common assessments written by teachersto
gauge students’ progresstowards mastering each
standard. After that, principal s meet with every
grade-level team to talk about what patterns they
seein the results and what support and changes
in instruction are necessary.

Results of the common assessments deter-
mine which students should obtain enrichment,
maintenance, or remediation on the concept
during a 30-minute Success Period at the end of
each school day. The Success Period allows
regular instruction to move forward without
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Step1
Disaggregate and

| analyze student
data, including
test results

neglecting those who need additional support.

Looking at datawas a new process for the
teachers and the principals. One of the lessons
about dataisthat “the datais not about good, it's
not about bad, it's about what we do next,”
Hinckley said.

“Teachers needed training in what to do with
assessment results and how to work together asa
team,” shesaid.

Hinckley deliberately started small. “ The
first year only happens one time so you haveto
proceed cautiously. Mandating the training
across the district was going to be more than we
could manage. | was concerned that if wetried to
do more than two or three schools, we could not
implement very effectively and wewould fail. |
was concerned that we
wouldn’t be able to
get ahandle on al of
the bumpsif everyone
did it at once. But, if
(the pilot) schools
were successful, the
momentum would
carry uswith the other
schools,” she said.
Her gamble paid off.
One of the pilot
schools, Heather Hills
Elementary Schooal,
experienced a
dramatic gain in reading from 27% passing to
54% passing in asingle year. “Well, the word of
mouth on that was amazing,” she said.

Since then, one elementary school earned a
Four Star rating from the state for performing in
the top 25% of all Indiana schools. Seven of 11
elementary schools experienced double-digit
increasesin achievement, ranging from 10to 34
percentage points. At the middle schools, math
achievement scores went up fiveto eight percent-
age pointsfor 6th graders.

CRITICAL FACTORS FOR SUCCESS
Warren Township’s successin moving the
needle on student achievement rests on two key
components.
Continuedonp.7
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8 steps to improvement: Analyze data, adjust instruction

Continued from p. 6

Thefirst isthat the process that was chosen
depends on a deep investment by teachersin
learning from and with each other how to
improve their practice. The outside consultant
providesinitial training and visits every six to
eight weeks for follow-up process checksto learn
what’sworking, what's not, what needs revising.

Principal Phil Talbert from Hawthorne
Elementary School said the whole processis
“designed from the bottom up. You could not do
this without the work that the teachers do.”

In particular, he points to the instructional
calendar and the common assessments as devices
that required teacher participation and became
more val uabl e each time teachersrevised and
shared them.

“That really helped turn the pagein this
district. Every teacher istaking about the
standards, everyone istalking about the assess-
ment, everyone knows about the priority. That's
where the shift occurred,” he said.

The second crucial factor isthe quality of
leadership at the top.

“Thereisafocus, avisioninthisdistrict. As
the Scripture says, ‘without avision, the people
will perish.” Well, we are staying with the vision.
We are not jumping on something else tomorrow.
Thereis stability and consistency and ongoing
support right from the top,” said Talbert.

Davenport calls Hinckley “the most instruc-
tional superintendent I’ ve ever worked with.”

“l gointo alot of districts at the invitation of
the superintendent. But changing awhole system
involves alot more than having the superinten-
dent introduce you to the principals and offering
to pay the hill.

“Peggy Hinckley has been with meevery
step of the way. She goes with meto each
campus when | do the process checks. At the end
of every day, sheand | have adebriefing. It'svery
unusual for a superintendent to do that. She's
right there on the front line every step of the
way,” Davenport said.

In addition, Hinckley reports to the school
board about the process every month. When there
were bumpsin the beginning, Hinckley credits
the board with making it clear that this direction
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8-step process

Step 1: Disaggregate and analyze student
data, including test results.

Step 2: Develop an instructional calendar in
the core subjects.

Step 3: Deliver an instructional focus, based
on the calendar.

Step 4: Assess student mastery of the
standard taught by using common formative
and summative assessments written by
teachers.

Step 5: Provide additional instruction for
students who did not master the standard.

Step 6: Provide enrichment for students who
have mastered the standard.

Step 7: Provide ongoing maintenance of
standards taught.

Step 8: Monitor the process by using
classroom walk-throughs, learning logs,
grade-level meetings.

had its support. “In the first year, teachers were
screaming to the rafters about using the calendar
and doing the assessments. We had meetings
wherewejust let them vent. Board members
came to those meetings because they wanted to
understand their objections. But they made it
very clear that thiswas the direction we were
taking,” Hinckley said.

“Now, | think if wetried to take the calen-
darsaway from teachers, we’' d have arevolu-
tion!” she said.

Overdl, Hinckley believesthe eight-step
process has put alot of positive energy into the
district. “I assume that nobody is doing the
wrong thing on purpose. | assumethat it's alack
of training. When teachers have the skillsand
know how to plan, they will use them and they
will movekidsfarther along,” she said.

COVER STORY

“Peggy Hinckley
has been with me
every step of the
way. She goes with
me to each campus
when | do the
process checks. At
the end of every
day, she and | have
a debriefing. It's
very unusual for a
superintendent to
do that. She’s right
there on the front
line every step of
the way.”
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“l came to believe....
that it is vital to
transform the world
by changing the way
people treat each
other, and by
modeling that kind
of changed behavior

ourselves.”

— Anne Firth Murray

Language matters

“If the goal isto treat learning as a strategic business function, what
doesthetitle‘chief learning officer’ bring to the game?’

That’s the question posed in arecent Training magazine article.

In the training world in business, the title of chief learning officer began to
be seen in the 1990s.

Isit timefor school districtsto employ someone with asimilar title?
The chief professional learning officer? Do the titles of ‘director of curricu-
lum and instruction’ or ‘director of staff development’ send the same
message to parents about the value of professional learning?

Source: “CLO: A strategic player?’ by Jack Gordon, Training, April
2005.
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