
Vision: Every child in every district receives the instruction that they need and deserve…every day.

Jenice Pizzuto and Nicole Kaye

Putting it all together… Adult Learning is 
Key!



Sometimes learning new processes can feel like…



• Kinder through grade 8
• 1,020 Students
• 580 English Learners
• 85% poverty
• 53 ethnicities
• 29 languages

What do you think their outcomes would are?

Imagine a school that…has
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What do imagine 
attributed to their 

success?



Instructional practices are aligned and 
coordinated to support all students.

All students will achieve regardless of 
race, disability, SES, and all other variables. 

6	Guiding	Principles



“What makes this work is not a star, it is a system. 
We have alignment, we are working together.” 

“____________is not going to close the achievement gap, it is the 
delivery of it.”

“Everything we have done today is based on what we have done 
yesterday.”
Formula: systems, routines, learning and feedback, moving 
forward to one goal.



Why focus on Professional Learning and 
alignment?

Michael Fullan Affirms the 
Power of Collective 
Efficacy
Learning	Forward on	April	7,	2016	10:50	AM



Harnessing the power of the 
group rather than relying solely 
on the individual is key to 
unlocking the full potential of 
educators and students in 
schools.



• The team must commit to transparency in practice and results. There is 
nothing to hide; there is no shame in mistakes; we agree we are all here to get better.

• The team must create a climate of nonjudgementalism. We listen to learn; we 
all commit to continuous improvement.

• The team must be specific in terms of the practices it will employ and 
actually employ them. Setting high expectations and measuring results will not lead to better 
outcomes. An effective theory of action requires careful selection of the practices that must change and even 
more careful attention to learning and implementing such practices with fidelity.

• The team must be clear on the specific evidence it will collect to know 
it is influencing growth -- and it must collect it. Determining evidence of impact 
and the assessments that will be used to collect it must be identified at the very earliest stages of the 
improvement process. Otherwise learning and implementation will be unsuccessful because goals and 
measures are not aligned.

Conditions essential to collective efficacy 



Moving from congenial conversations





To collegial conversations…



• Second: 4 Minutes 
– Partner 1

• Share with your partner what 
you highlighted and starred 
and why

– Partner 2 
• Share with your partner what 

you highlighted and starred 
and why

• First: 90 seconds
– Read the article “Michael 

Fullan Affirms the Power of 
Collective Efficacy”

– Highlight areas of strength 
for your system 

– Star areas for growth

Active Learning Time



• Champion each other and 
champion academic pursuits 
and projects

• Be vulnerable
• Culture of trust present
• Focus on learning for ALL, 

adults and students
• Organization focused on a 

continuous cycle of 
improvement
– Jenice Pizzuto

• Educators talking to one 
another about professional 
practice

• Sharing craft knowledge
• Observing one another 
• Rooting for one another

– Roland Barth

Indicators of Collegiality



• Empower collective efficacy
– Proactive
– Alignment of expectations, common language
– Alignment of resources
– Ability for staff to work collaboratively and support one another

• Peer observation, share craft knowledge, discuss professional practice
• With successes and with failures/opportunities to learn 
• Determine what works
• Support, root for, champion each other

• Supports ongoing and embedded Professional Learning

Reading Standards of Practice and Core Review Meetings 



Improving Instruction is the CHALLENGE

Instruction is… the 
secret sauce, powerful 
instruction will change 
the world

GOAL: Highly 
effective, academically 
engaged, learning 
focused staff.

Do we know where we are? 
How we got there? 
Where we are going? 
What will move us forward? 
(Highly skilled, learning focused staff engaged in scaling evidence-based practices)



The Leadership & Learning Teams Matrix
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Understanding Antecedents/Causes



1. Independently indicate where you believe your school is 
and why One minute
– List three pieces of evidence you have to put your school in that 

quadrant
2. Share with your partner where you placed your school and 

why 3 minutes
3. Discuss ideas about antecedents that could impact or 

change placement

Active Learning Time: Quadrant Activity



Setting up for success…not just what you see on the surface



a formal process such as a conference, seminar, or workshop; 
collaborative learning among members of a work team; or a 
course at a college or university. 

But also…
In informal contexts such as discussions among work 
colleagues, independent reading and research, observations 
of a colleague’s work, or other learning from a peer. 

~Learning Forward

What constitutes professional development/learning? 



1. Is content focused
2. Incorporates active learning*
3. Supports collaboration*
4. Uses models of effective practice
5. Provides coaching and expert support
6. Offers feedback and reflection
7. Is of sustained duration

– From Effective Teacher Professional Development, Learning Policy Institute (Darling –Hammond 
et al) 

7 Key Elements
Effective Teacher Professional Development Learning



• Indicate where your school/district 
is on each element

• Locate your Advance 
Organizer for 7 Key Findings 
of Effective PD

• Grab a pen!
• Get ready for focused active 

learning…

Active Learning Time: 7 Keys to Effective PD, PL

Firmly in place

Utilized effectively some of the time

Area for growth 



1. Is content focused
o Focuses on teaching strategies associated with specific 

curriculum content supports teacher learning within their 
classroom contexts. 

2. Incorporates active learning*
o Active learning provides teachers with opportunities to get hands-

on experience designing and practicing new teaching strategies.
o Teachers often participate in the same style of learning they are 

designing for their students, using real examples of curriculum, 
student work, and instruction. 

7 Key Elements
Effective Teacher Professional Development Learning



3. Supports collaboration*
o By working collaboratively, teachers can create communities that positively 

change the culture and instruction of their entire grade level, department, 
school, and/or district. 

4. Uses models of effective practice
o Curricular models and modeling of instruction provide teachers with a clear 

vision of what best practices look like. 
5. Provides coaching and expert support
o Coaching and expert support involve the sharing of expertise about content 

and practice focused directly on teachers’ identified needs. 
o Experts may share their specialized knowledge as one-on-one coaches in the 

classroom, as facilitators of group workshops, or as remote mentors

7 Key Elements
Effective Teacher Professional Development Learning



6. Offers feedback and reflection
o High-quality professional learning frequently provides built-in 

time for teachers to think about, receive input on, and make 
changes to their practice by facilitating reflection and 
soliciting feedback. 

7. Is of sustained duration
o Strong PD initiatives typically engage teachers in learning 

over weeks, months, or even academic years, rather than in 
short, one-off workshops

7 Key Elements
Effective Teacher Professional Development Learning



Active Learning Time: 7 Keys to Effective PD, PL Reflection

1. Highlight areas of strength
2. Indicate with a     a  priority area  for implementing core 

standards of practice… “what is one thing you are going to 
do from this list to implement?”

3. Jot down an idea to impact area for growth
4. Share in a whip which key element you want to use to roll 

out training for staff.
“When rolling this out to staff we should make sure 
to_________.”



“Collaborative job embedded professional learning changes 
teaching practice and results for students.” Learning Forward

We have evidence from 35 studies over three decades…let’s get busy!

Putting it all together…not miracles or stars



• At team time
• During days a school 

system sets aside solely for 
professional development

• At conferences- should 
always have follow up and 
support to implement

• During the regular school 
day

• During PLC’s, SAT,…
• Late Start, Early Release 

Days
• At school- but before classes 

begin or after they end
• During Staff Meetings

Effective Professional Learning May Occur: 



• If you do not find time…. if 
you are fighting to find time, 
if you are trying to squeeze  
in time to train and scale this, 
it will not work…. 

• You have to have a plan and 
set the system up for what 
you aspire to get to...
Otherwise it will not happen

Implementation: Time and Focus Matter



• Core Review Meetings
• Reviewing Curriculum materials in teams and aligning
• Viewing a short video clip of identified practice or strategy to 

master 
– Movies and Learning (popcorn optional!)

• Reading about the selected area of need and discussing 
implementation

• Observing a colleague utilizing the selected practice or strategy
– Keys to success:

• Observation protocol
• Follow Up Procedure
• Agreement to implement after observation
• Support for team once implemented

Professional Learning May Be…



• Coach Observations: observe coach teaching, coach observe you 
teaching

• Lesson Study, building lessons together and supporting one 
another in implementation

• Peer walkthroughs
– Follow Keys to success!

• Provided by an expert onsite
• Exploring new materials, practicing new strategies
• Other??
• Always…fits context and culture but based on scaling EVB 

practices and your strategic plan

Effective Professional Learning May Be…



• District leadership teams
• District Implementation teams
• Third Grade team, second grade team, fifth grade team…
• Coach
• Outside expert
• Reading Specialist
• SPED, EL, Superintendent (Suzy Mckenzie, Gaston)
• All aligned to scaling SOP and Reading Non-negotiables 

*Focused on scaling EVB practices

Who designs this work? 



What does it look like?

• N



What does it look like?



• Adopted curriculum and trained on implementation
– Teacher teams created SOP and Reading Non-negotiables
– Teachers agreed upon instructional strategies

• Provided time for Core Review Meetings with Subs
• Provided monthly coaching support for implementation of 

agreements (one teacher freed up once a month)
• Utilized ORTIi Onsite coaching- training for staff on PD days
• Sent staff to Anita Archer’s Explicit Instruction Training (rolling 

each year sent at least five staff)

What did Gaston do?



• Work relentlessly on culture and growth mindset
• Meet before school, after school, during PLC’s, 
• Used subs to allow staff to develop, refine and support agreed 

upon focus and goals each year
• Utilized videos of high performance implementers
• Visited lab schools
• Principal walkthroughs with feedback
• Peer Walkthroughs
• Never, never, never gave up!

What did Gaston do?
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What does a learning focused school look like?



Together we are better and with focus we can make 
miracles happen! 



Vision: Every child in every district receives the instruction that they need and deserve…every day.

Jenice Pizzuto and Nicole Kaye

Monitoring and Supporting the SYSTEM: 
Core Standards of Practice & Core Review Meeting Agreements



“What makes this work is not a star, it is a 
system. We have alignment, we are working 

together.” 

Collective Efficacy is a Dynamic Process



Monitoring helps build & 
sustain collective efficacy!

Monitoring SYSTEMS not Teachers

No shame, no blame



Lack of action plan can lead to false starts...



• If we are experiencing False Starts and Frustration, we need 
to ask ourselves:

Did the system provide
–Adequate initial training?
–Communication and clear expectations to all?
–On-going job-embedded coaching and follow-up? 

Managing Complex Change Matrix





• Highlight/rate your 
plan for SOP:

– Develop
– Communicate
– Train
– Monitor

Activity: Design with these in mind...





• What is monitored in core (ie; standards of practice and 
core review agreements)

• Who conducts the monitoring (ie; principals, specialists, 
peers)

• How is data collected (ie; walkthroughs, permanent 
products, survey)

Monitoring Plan Elements



• Notice and VALIDATE what teachers are doing well
• Demonstrating that you VALUE teachers’ role

– Compassion
– Realistic expectations 
– Support

• Inspect what you expect
– Integrity

• Building a culture of collective efficacy and professionalism 
in your system

Purpose of Monitoring



What	NOT	to	do What	to	DO

Avoiding the pitfalls of monitoring

Focus	on	individual	teachers	and	what	those	
teachers	did	not	do,	or	did	incorrectly.		Then,	not	
give	any	ideas	or	suggestions	on	how	they	could	
improve.

Monitors	react	with	frustration,	anger,	or	
disappointment.	Punitive	consequences.

Use	observations	as	a	reactive	strategy,	such	as	
targeting	specific	teachers	to	monitor	because	
there	is	a	concern.

Notice	and	record	what	teachers	did	well	as	a	group	
and	how	they	could	add	on	to	improve.		Be	specific!	
Collect	information	across	the	school	and	seek	out	
patterns	for	support.

Monitors	act	in	a	positive	and	helpful	manner.		Ask	
– “What	do	you	need?	How	can	I	support	you?”

Create	a	proactive	plan	that	involves	all	teachers	in	
an	equitable	manner	and	examines	the	outcomes	
that	you	want	to	achieve	based	on	your	
professional	learning	goals



• Preparation
– Do you have agreements on: core reading 

expectations, engagement, purpose of walkthrough, 

• Purpose Clarity is key
– Limit focus for effectiveness
– Use for growth
– Observe agreed upon, scalable structures

• Create common language and common goals
• Results focused

Critical Considerations



• Standards of Practice for core
– Curriculum (teacher guide, vocab 

posted on walls, etc)
– Time (schedule, observation)
– Instructional Practices (common 

agreements)

• Core Review Action Plans
– Priority skill focus, instruction 

strategy, and engagement strategy

What is to be monitored?



• Use your Core Review meeting agreements –
at least once after each meeting

• Choose a FOCUS and PURPOSE 
– What do you want to achieve? Why?

• Use your school reading expectations
• Plan for subs (if needed, for peer support) and 

arrange materials 

Press into Core What



• Core Review Meeting Agreements:
– Data driven
– Grade level focused (system)
– Teacher voice and choice
– Relevant – tied to curriculum
– Narrow focus

A Great Place to Start ...



• Principal
• Literacy or RTI coach
• Specialists (Title I, ESL)
• Teacher in leadership role 

(SPED or Gen. Ed)
• Peer to peer (ie; all 3rd

grade teachers)
• District Administrator(s)

Who will monitor?



• Observations
– Walkthroughs, ‘learning walks’, 

peer observations, videos
• Examine permanent products 

– Master schedules, lesson plans, 
teacher notes, classroom postings

• Interviews and surveys
• Teacher self-assessments and 

reflection

How will you monitor?



• Review PURPOSE
• Conduct walkthroughs
• Review data collected, identify priority needs
• Plan school-wide, grade level or district-wide PL
• Identify resource needs and barriers
• Make an action plan to implement

Press into Core HOW



Go Public! Become a Learning School!



Preparation leads to success!

• Schedule for the day

• Core Review 
Agreements

• Observation 
materials:

• recording sheets,
• pens/pencils
• clipboards, Ipads



Conduct Walkthroughs



Conduct Walkthroughs



• Each observer: 
– Tallies data, reflects, and/or summarizes notes

• Group Share:
– ”Glows” – what strengths do you notice?
– “Grows” – what were areas to further support?
– Follow-up plan including timeline
– Resources
– Celebrations

Remember to keep the focus on the SYSTEM

After the Walkthroughs



After the walkthrough planning…



After the walkthrough planning…



Sample: Monitoring Data and PL Plan

Glows Grows

Action	Plan

Resources

Celebrations



Glows & Grows

Time

Core	Review	Meeting	
Agreements	posted!

Resources

Instruction

Need:	Less	independent	and	more	
choral/active	engagement



Action Plan



Resources & Celebrations



• Glows:
• What do you see as 

strengths?

• Grows:
• What area might you 

work on to provide 
more support?

Active Learning



Your Turn: Glows & Grows



• With a partner or at your table, take turns sharing one thing 
you noticed (“glows”) and continue in a ‘whip around’ 
fashion

• Next, take turns sharing any “grows” you noted and 
continue in a ‘whip around’ fashion 

Active Learning: Share and Reflect 



• Use of the teachers’ guide
• Perky pacing
• Immediate error correction
• Positive affirmations
• 100% student engagement

• Multiple opportunities to 
respond

• Cueing (oral/visual)
• Teacher modeling
• Teacher talk/directions 
• More?

Did you notice ... 



• The video was great example, but when looking at all of the 
teachers, there will be 
– Some who are at mastery (and can serve as role models!)
– Some who are making progress but need more practice
– Some who need more training and instensive support

• Professional Learning and coaching follows the area of 
greatest need 

Systems



• Have a PURPOSE and a PLAN
• Commit for the long-term
• Look for patterns and support the 

group
• Include active engagement in all 

adult learning
• Follow-up with ongoing support

Top tips for success



ORTIi Annual Conference
Pre-conference workshop

Strengthening Instruction

With:
Kevin Feldman
Shera Sackey

Wednesday April 25th

Eugene Hilton 

Join us!



• Review Installation Action Plan
– Add any additional action items
– Prioritize
– Delegate with team

And, please don’t forget to fill out evaluations!

Closing Activity


