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Systems’ Thinking

“It's just one damn thing after another.”

—Michael Fullan

Workshop Objective

PLC 101

Introduce the big ideas of PLC and begin to
develop a commaon understanding
vocabulary and knowledge about the work

High- Reliability Organizations

Create schools with higher reliability

Tim Waters, McRel

HROs seek an ideal of perfection but never expect to
achieve it...they deliverer reliability but never take it for
granted

New Challenge to Understanding Organizations, 1993 Roberts




High(er) Reliability Schools

...... focus relentlessly on ensuring high
instructional quality while reducing
variability in the quality of instruction for
every student

Andrew Schleicher, OECD 2008

The Core Tasks of Leading for Change

Creating the Momentum & Energy for Change

REACTION PURPOSE & FOCUS
COMPLIANCE ENGAGEMENT

& RESISTANCE s

ISOLATION * COLLABORATION

Change leadership, Harvard

Fundamental Assumptions

m We can make a difference: Our schools can be
more effective.

= People improvementis the key to schoof
improvement.

= Significant school improvement will impact
teaching and learning.

—DuFour, DuFour, & Eaker

Good to Great

“If you are engaged in work that you love and care
about, for whatever reason, thenthe question

needs noanswer.”

“The question is not why, but how. If you have to
ask the question, Why should | be tryingte make it
great? [sn’t success enough?',then you are
probably engaged in the wrong line of work.”

—Jim Collins




The Power of PLCs

“The most promising strategy for sustained,
substantive school improvement is building
the capacity of school personnel to function
as a professional learning community.”

- DuFour & Eaker

—DuFour & Eaker

PLC, Accreditation, Teaching Standards

Personalization Equity

Caring ard nclusive schools High standards for ail students
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Student Performance
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Collaboration Student Engagement

PLCs New instructional strategies

What Is a PLC?
Metaphors for Schools




Professionzl Learning Community | iy,

Description

What is a PLC?

What type of school is it?

Related Terms

PLC PLC

“A collaboration of teachers, administrators, .
parents, and students who work together to
seek out best practices, test them in the Pra Ctlces

classroom, continuously improve processes, L \
and focus on resulis.”
—Richard Dufour ea rn I ng
Culture




What challenges prevent schools
from functioning as PLCs?

What are some of the challenges
(detours) along the way?

PLC Journey

Knowing
Doing
Being

The challenge
to create a PLC
is like ...

Requires a New Mental Model




Learning is a by-product of reasoning.

—Markham & Genter, 2001

Learn by Doing

Change behaviors, practices,
and the environment.
Attitudes will follow.

Hand-in-Hand, We All Learn

| have yet to see a school where the
learning curves of the adults were stepped
upward and those of the students were not.
Teachers and students go hand-in-hand as
learners...or they don’t go at all.

-Roland Barth {2001)

There is no silver buliet, instruction
manual, or step-by-step recipe to
become a PLC.

But there are some
‘big ideas,” main things
and
best practices!




Providing a through line to the instructionaicore
The actions that need to happen to improve teaching and learming

The tailure of schoo! reformis that it has not focused on
teaching and feaming in the classroom.
Seymour Sarasen, 1994

Sinee instruction occtrs In the Interactons between

teachers and studentsaround the education materfals
i (content}, capacity for change lies in these interactions
H Cohen & Ball, 1999

Everything that's not in the instructional core can only
affect student learning and performance by, in some.
way, influencing what goes on inside the core. Schools
don't improve through political and managerial
Incantation; they improve through the complex and
demanding work of teaching and learning

Elmore, 2008

If you want great people to do their best work, the
logic goes, then you've got to createthe right
working conditions the momentthey walk through
the door.

-Taylor & LaBarre (2006}

PLC Flywheel and Big Ideas

Collaborative
Teams

Focus on

Leadership

Student and Culture /]
Learning 4

Teams vs. Groups




Collaborative Teams

“You cannot have students as
continuous learners and effective
collaborators, without teachers having
the same characteristics.”

—Michael Fullan

What is Collaboration?

A systematic process in which we work
together, interdependently to analyze
and impact professional practice in
order to improve our individual and
collective results.

- Dufour, DuFour & Eaker (2002)

Group 1Q

There is such a thing as group IQ. While a

group can be no smarterthan the sum

total of the knowledge and the sKills of its
members, it can be much "dumber’ if its

internal workings don't allow people to share their
talents.

-Robert Sternberg {(1986)

The Focus of Collaboration

Collaborative culture, which by
definition have close relationships, are
indeed powerful, but unless they are
focusing on the right things they may
end up being powerfully wrong.

- Dufour, DuFour & Eaker (2002)




PLC Focus

All Kids Can Learn

What do we expect students to learn?
How do we know that they have learned it?
What do we do when they don't learn?
How will we respond when they do?

Challenge

Provide planning time for teachers.

What Do Teams Do?
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Create collaborative teams.




Collaborative Teams

m Teachers workinginterdependently
toward a common goal

n Department, subject-area,
shared courses, shared
students, gradelevel,
across grade levels

» Involves all teachers, not by invitation

Levels of Curriculum

Intended
Implemented
Attained

To impact the attained curriculum in the
most powerful way, make certain the
implemented curriculum is guaranteed and
viable — (Robert Marzano)

Keys to Effective Teams

» Build time into the schoolday.
» Focus onfour key questions.
» Guide coltaboration through team norms.

» Pursue specific and measurable performance goais
{SMART goals).

n Clarify cammon outcomes bycourse or gradelevel.

= Develop and administer cemmon formative
assessments.

» Have access torelevant information.

» Share products of collaboration.

» Modify curriculum and instruction.

= |dentify intervention strategies for students.
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Example Timeline for Team Products

By the end ofthe

» 2™ week — Team Norms

w 4" week — Team SMART GOAL

n 6" week — First Common Assessment

n 10" week — Analysis of Student Performance on
First Common Assessment

What do you find frustrating about
meetings?

Norms

« Are we clear on the commitments we made to
each other regarding how we will work together
as a team?

= Have we stated our commitments as explicit
behaviors?

- Have we discussed how to address the issue If
we feel someone is not honoring our norms?

a

o

o

a

o

Norms of high performing teams

Willingness to consider matter fromanother's
perspeciive

Communicating positiveregard, caring andrespect

Willingness and ability to evaluate the team's own
effectiveness

Seeks feedbackfrom internal and external sources
Proactive problemsolving

Awareness of how the group contributes to the purpose
and goals of the larger organization

Willingness by the group to confrent a team member
who violates norms

- Daniel Goleman
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Norms

. Stated as individual and collective commitments

» Reviewed regularly at meetings

« Less is more— few befter than a laundrylist

SMART Goals?

Strategically aligned with the schoolwide goal of improving
student performances in languagearts, by the end of the
20010-2011 school yearwe will...

1. Create and administer 4 common assessments in
writing.

2. Increasethe use of cooperativelearning activities in
our language arts lessons by25%.

3. Increase the number of students achieving the target
scare (80% or higher)en the districtreading
assessment from81% to 90%.

What to Include in the SMART Goal

= Essential Cutcomes (with timelines)

» Common Assessments (approx. dates)

» Discussion of Common AssessmentResults
» Pacing calendar

n Discussion ofinstructional practices & student
work

n Student Interventions

Assessments

Common
Formative

Summative

12



Common Assessments

Powerful, proven structures forimproved results
already exist.

“They begin when a group of teachers meet
regularly as a team to identify essentialand
valued student learning, develop commaon
formative assessments, analyze current levels
of achievement, set achievement goais,and
share and create lessons and strategies to
improve upon those levels.”

~3chmoker

Insist on Common Assessments

Teachers of the same coursecr grade level should
have absolute common agreementon what they
expect all their studentsto know and be able to do.
Therefaore, theyshould have commaon, coltaboratively
scored assessments atleast once each guarter.

The classroom activitiesteading up to those same
assessments might differ. The need to administer the
same assessment shouldnot differ.

-Doug Reeves (2002)

What happens when teachers don't use
common formative assessments?

The more you teach without finding out who
understand the information and who doesn't,
the greater the likelihood that only already
proficient students will succeed.

-Wiggins (April 2006)

Backwards Design
{Wiggins & McTighe, 2005}

Standard
Assessment
-

Curriculum

Instruction

13



Common Assessment
{Larry Ainsworth, 2006)

Prioritized Standards

11

N
Targets
(Knowledge, Skills, Concept)

Common Assessments for Targets

Determine Level of Proficiency

Common Assessments

The ideal number of standards is 8-10 {(Rebecca DuFour)

Four to five questions per essentiallearning (knowledge,
skill, concept) within a prioritized standard
-Larry Ainsworth {2006)

Biggeris not better...more often is better

The entire assessment doesnot need to he common

So What?
What? Se what doas this mean

y for my work in my
What did | hear? current role?

Now What?

Now what should we be deing
as a leadership team to make

that happen?
{'Boid Strokes™ and Short-Term Wins)

Keeping the Main Thing the Main Thing

T

Collaborative
Teams

Focus on
Student
Learning

Leadership
and Culture
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Focus on Student Learning

The core mission of formal education is not simply to ensure
that students are taught but to ensure that they learn. The
simple shift from a focus on teaching to a focus on learning,
has profound implications for schools

Rick DuFour

Tao truly reform American Education we must abandon the
long-standing assumption that the central activity is teaching
and reorient all policy making and activities around a new
kenchmark: student leaming.

Edward Fiske

Is it more than semantics?

L
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The shift from feachers’
teaching to students’ learning

Self-Regulation to the Task

Teaching vs. Learning

Aligning School Practices with the
Fundamental Purpose of Learning

Identify one practice in your school that you
feel is not consistent with the purpose of
learning for all.

15



L
vThé Hedgehag Concept

Not a plan, strategy, or intentionto be the best.
It's an understanding.

Traditional Responses

The fundamental purpose of our school is to provide
students with the opportunity to tearn.

We fulfill our responsibilities when we provide
students with clear lessons and opportunitiesto
demonstrate their learning.

If students fail to take advantage ofthe opportunities
they are provided, they must suffer the
consequences of their decisions.

Focus on Learning Response

Learning is required.
You can and will be successful here.
You may not choose to fail.

We want to connect with you through people who
care aboutyou.

We want you to feel connected, get involved and be
successful.

PL.C Focus

All Kids Can Learn

m  What do we expect students to learn?

» How do we know that they have learned it?
n  What do we do when they don't learn?

»  How will we respond when they do?

16



Aligning School Practices with the
Fundamental Purpose of Learning

Identify one practice in your school that you
feel is not consistent with the purpose of
learning for all.

Grading
Student’'s Grades

Assignment 1 80%
Assignment 2 0% (late/missing)
Assignment 3 80%
Assignment 4 85%
Assignment 5 0%

Interventions

“Don’t tell me you believe ‘all kids can
learn’. Tell me what you’re doing about
the kids who aren’t learning.”

——Richard DuFour

“Traditional” Interventions

* Up to each teacher

+ Most inexperienced teacher teaches
the “at risk” students

« Summer school

« Remedial classes

» "Alternative” education
* Retention

* Nothing

17



Intervention by invitation
does not work for the vast
majority of students!

CPR: Cardio-Pulmonary Resuscitation

= Urgent, life-saving process

m Directive

= Timely

m Systematic

» Targeted

» Administered by trained professionals

Through New Eyes

= How does the school respondwhen it becomes
apparent that the student is not learning?

= What message is the school sending to Jehnny?

» How would you describe the school'sculture?
What are the beliefs and valuesthat drive the
day-to-day work?

Creating Powerful Responses

For students who are not
learning

18



Goal

To create a systemic process that ensures

every child receives the additional time and

support needed to learn at high levels

What is RtI?

Response to Intervention
aka

Response to Instruction

Essential Characteristics of RTI

Collective responsibility

High Quality Instruction

Progress Monitoring

Response to Interventions

Tier 3
/_Few Students

Tier 2
Some Students

Tier 1
All Students

19



Traditional Schools

T+T=1
Targeted instruction + Time = Learning

Constant + Constant = Variable

Highly Effective Schools

TI+T=1
Targeted Instruction + Time = Learning

Variahle + Variable = Canstant

Building Your Own Pyramid

It is important that faculties realize,
however, that eventually they are called
upon to create their own systems of
interventions within the context of their
own schools

- Dufour, Dufour, Eaker & Many (2606)

Big Idea: Leade JIEP and Culture

Collaborative
Teams

Focus on
Student
Learning

Leadership
and Culture

20



Leadership: 3 Ps

Passion
Persistence

Professional will

Empowered teachers and strong principals
are not mutually exclusive goals. Schools
that operate as learning communities will
have both.

- PLC at Work

School Culture

School culture is the heart and soul of the

school organization.
—Hargreaves

Superficial PLCs

—Michael Fullan

21



“Structural changes do not guarantee the
deeper cultural changes necessary to
develop a staff's ability to function as a
PLC"

—Richard DuFour

“To put it as succinctly as possible, if you want

to change and improve the climate and outcomas
of schooling both for students andteachers,
there are features of the school culture that

have to be changed, andif they are not
changed, your well-intentioned efforts will be
defeated.”

—Seymour Sarason

Managing Change

Name some of the issues that you
might encounter in implementing a
PLC.

What will it take to manage such a
change?

22



Changing Culture

How do you change it?

Dealing With Naysayers

w Assume good intentions.

» Consistent communication.

» Access standards andresearch.

» Focus on behaviors, not attitude.

= Role-play scenarios.

Provide professional development(learning).

l.earn best practices and success storiesfrom
others.

» Reason, research, and resonate.

Ne ok 0P

Gardner's Seven Factors for
Changing People’s Thinking

Reason

Research

Resonance

Represented Redescriptions
Resources and Reward
Real World Events
Confrontation

Celebrate

23



Coherent and Aligned Systems

u District schoo! improvement

» Professional development

» Teacher evaluation

» Professional learning

» Through line to the instructional core

Best Practices for Administrators
Are we doing what we say were are doing?
= Promote adult learning.

» Seek out the brutal facts.
= Multiple focused classroom visits .

= Monitor teams and common assessments.

» Meetings with teachers that focus on units
of curriculumy/instruction.

Reflections

Insights

Unanswered Questions

Next Steps A

Central to solving an adaptive
problem is the construction of
a culture that can create new

knowledge in the course of
doing its work.
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Don’t waste time waiting for inspiration.
Begin, and inspiration wilt find you.

- H Jackson Brown Jr.

“When you improve a little each day, eventually
big things cccur . . . Not tomorrow, not the next
day, but eventually a big gain is made.

Don't look for the big, quick improvement. Seek
the smalt improvement one day at a time. That's

the only way it happens—and when it happens, it
lasts.”

-—John Wooden
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