LEARNING TO LEAD CHANGE

This module will review keg concepts from the Turnaround Scl’xools/Turnaround

Sgstcms workshop including:
= AL Change Forces

* B. Professional LearningCommunities




MODULE 1

A: Change Forces

S-t-r-e-t-c-h Your Task: Together: Why does education reform often fail?
Thinking Cooperatively 1. List 10 or more underlying reasons for the problem.
Of all the reasons listed, which one is most at the ‘heart’ of the problem?

3. All teammates must be prepared to present and defend the team
answer.

Time: 10 minutes.

Worksheet
Team Answer Sheet

10.

11.

12.




LEARNING TO LEAD CHANGE

The Pathways Problem

What is Change?

The Implementation Dip

Change Insights

Change Factor
vs.

\> Change Process

= New materials
= New behaviour/practices
*  New beliefs/understanding
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» The implementation dip is normal
= Behaviours change before beliefs

» The size and prettiness of the planning document is inversely related to the
quantity of action and student learning

= Shared vision or ownership is more of an outcome of a quality process than it
is a precondition




MODULE 1

B: Professional Learning Communities

Influences on School

Capacity and School Student Achievement
Student Achievement

Instructional Quality Curriculum,
Instruction, Assessment

School Capacity

Policies and Programs on Professional Development

— Newmann, King, & Youngs, 2000
School Capacity The collective power of the full staff to improve student achievement.

School capacity includes and requires:

1. Knowledge, skills, dispositions of individuals

2. Professional community

3. Program coherence

4. Technical resources
5

Shared leadership
— Newmann, King, & Youngs, 2000

The BIG Ideas of a PLC »  We accept learning as the fundamental purpose of our school and therefore
are willing to examine all practices in light of their impact on learning.

= We are committed to working together to achieve our collective purpose. We
cultivate a collaborative culture through development of high performing
teams.

= We assess our effectiveness on the basis of results rather than intentions.
Individuals, teams and school seek relevant data and information and use
that information to promote continuous improvement.

— Dufour, Dufour, & Eaker, 2002

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




LEARNING TO LEAD CHANGE

Critical Issues for Team | = Respond to the 18 questions.

Consideration = Take the top three (e.g., that you rated 8, 9, or 10) and discuss what your

school does to enact these.

= Take the bottom 3 (e.g., that you rated less than 5) and discuss how your
school could act on these to strengthen them.

Worksheet
Team Name:

Team Members:

Use the scale below to indicate the extent to which each of the following statements is true of your team.

1 2 3 4 5 6 7 8 9 10
Not True of Our Team Our Team is Addressing True of Our Team
1. __  We have identified team norms and protocols to 11. ___ We have established the proficiency standard
guide us in working together. we want each student to achieve on each skill
2. __ We have analyzed student achievement data and and concept examined with our common
have established SMART goals that we are assessments.
working interdependently to achieve. 12. ___ We have developed common summative
3. __ Each member of our team is clear on the essential assdessmels(nts that I}elp us assess the strengths
learnings of our course in general as well as the and weaknesses of our program.
essential learnings of each unit. 13. ___ We have established the proficiency standard
4. __ We have aligned the essential learnings with state \;V: dvzz:zgatc:xs;ndiﬁzat\/(\)/iilfl:)lﬁ\rlzf;;:i::/zkm
and district standards and the high stakes exams P
. assessments.
required of our students. o _ _
14. ___ We have agreed on the criteria we will use in

5. We have identified course content and/or topics
that can be eliminated so we can devote more
time to essential curriculum.

judging the quality of student work related to
the essential learnings of our course, and we

practice applying those criteria to ensure
6. We have agreed on how to best sequence the consistency.

content of the course and have established pacing 15
guides to help students achieve the intended
essential learnings.

We have taught students the criteria we will use
in judging the quality of their work and have
provided them with examples.

7. __  We have identified the prerequisite knowledge and | 16, e evaluate our adherence to and the
skills students need in order to master the effectiveness of our team norms at least twice
essential learnings of our course and each unit of each year.
this course. 17. ___ We use the results of our common assessments
8. __ We have identified strategies and created to assist each other in building on strengths and
instruments to assess whether students have the addressing weaknesses as part of a process of
prerequisite knowledge and skills. continuous improvement designed to help
9. __ We have developed strategies and systems to students achievement at higher levels.
assist students in acquiring prerequisite knowledge | 18. _ We use the results of our common assessments
and skills when they are lacking in those area. to identify students who need additional time
10. __ We have developed frequent common formative and support to master essential learnings, and
assessments that help us to determine each we work within the systems and processes of
student's mastery of essential learnings. the school to ensure they receive that support.

— Solution Tree, 2006




Tri-Level Reform

Managing Change

MODULE 1

TRI-LEVEL
REFORM

— Fullan, 2005

The performance of the top school systems in the world suggest three things that
matter most:

Getting the right people to become teachers
Developing them into effective instructors

Ensuring that the system is able to deliver the best possible instruction for every
child (intervene early to address gaps)

— Barber & Mourshed, 2007
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Managing Change In viewing the video clip on managing use, change the P-M-I to identify:
= Whatis a Plus
=  Whatis a Minus
»  What is Interesting
P-M-|
Plus Minus Interesting




MODULE 1

The changc process, as we have seen, is complex, but can be understood.

Module | Proviclcs insights in the form of essential changc knowlcclge.

i clﬁange s comPlex, the remaining modules represent strategjes for adc]ressing

clﬁange egectivelg.




SECRETS ONE AND TwoO

Secret One:

Love your Emplogees

ExPlore the importancc of building the school bg Focusing on both the teachers
and staff, and students and the community. The keg is cnabling staff to learn
continuouslg. Evidence will be Proviclccl from successful business coml:)anics as well as

from education.

Secret Two:

Connect Peers with PurPose

Purposmcul peer interaction within the school is crucial. Student learning and
achievement increase substantia”g when teachers work in lcarning communities

SUPPOY‘th by SC]"IOOI leac]ers WI’]O FOCUS on imProvement.




MODULE 11

Secret One: Love your Employees

Theory X Assumptions » The average human being has an inherent dislike of work and will avoid it if
he or she can.

= Because of their dislike for work, most people must be controlled and
threatened before they will work hard enough.

» The average human prefers to be directed, dislikes responsibility, is
unambiguous, and desires security above everything else.

— McGregor, 1960

Theory Y Assumptions » If ajob is satisfying, then the result will be commitment to the organization.

= The average person learns under proper conditions not only to accept but to
seek responsibility.

» |magination, creativity, and ingenuity can be used to solve work problems by
a large number of employees.

— McGregor, 1960
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SECRETS ONE AND TwO

Dimensions of Relational Coordination

Relationships

American

Southwest

Shared goals

“Ninety percent of the ramp employees
don't care what happens, even if the walls
fall down, as long as they get their check.”

“I've never seen so many people work
so hard to do one thing. You see people
checking their watches to get the on-
time departure ... then it's over and
you're back on time.”

Shared knowledge

Participants revealed little awareness of the
overall process. They typically explained
their own set of tasks without reference to
the overall process of flight departures.

Participants exhibited relatively clear
mental models of the overall process —
an understanding of the links between
their own jobs and the jobs of other
functions. Rather than just knowing
what to do, they knew why, based on
shared knowledge of how the overall
process worked.

Mutual respect

“There are employees working here who
think they're better than other employees.
Gate and ticket agents think they're better
than the ramp. The ramp think they're
better than cabin cleaners — think it's a
sissy, woman's job. Then the cabin cleaners
look down on the building cleaners. The
mechanics think the ramp are a bunch of
luggage handlers.

“No one takes the job of another
person for granted. The skycap is just as
critical as the pilot. You can always
count on the next guy standing there.
No one department is any more
important than another.”

Communications

Frequent and timely
communication

“Here you don't communicate. And
sometimes you end up not knowing things
... Everyone says we need effective
communication. But it's a low priority in
action ... The hardest ting at the gates
when flights are delayed is to get
information.”

“There is constant communication
between customer service and the
ramp. When planes have to be switched
and bags must be moved, customer
service will advise the ramp directly or
through operations.” If there's an
aircraft swap “operations keeps
everyone informed. ... It happens
smoothly.”

Problem-solving
communication

“If you ask anyone here, what's the last
thing you think of when there’s a problem, |
bet your bottom dollar it's the customer.
And these are guys who work hard every
day. But they're thinking, how do | keep my
ass out of the sling?”

“We figure out the cause of the delay.
We do not necessarily chastise, though
sometimes that comes into play. Itis a
matter of working together. Figuring
out what we can learn. Not finger
pointing.”

— Gittell, 2003
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