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Authored by Dr. Deborah Walker and Barb Myerson-Katz

Introduction
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quality is the most importargchootbased variable in determining how well a child

learns. While such an observation hardly sounds like headline news, it is a milestone in

the development of teaching as a profession. It suggests where investments should be
made if people really are Seus about student learning. It also explains why

policymakers and the public should care about what it means to be an effective teacher

and what it will take to create and sustain a teaching workforce defined by accomplished
practice. Teachers, adminiators, and others whose work is designed to support best

practice in our schools must seize this moment to rethink every aspect of the trajectory
people follow to become accomplished teachers. Getting that path right and making

sure all teachers follow ésserts the body of knowledge and skills teachers need and

leads to a level of consistent quality that is the hallmark of all true professions. No
profession has ever been established in any other way, and there is no reason to believe
that teachingisod K2 dzf R 0S RAFFSNBy Ul d¢

~ Ronald Thorped,ate President and CEO, National Board for Professional Teaching
Standardsimy { dza G AyAy3 (GKS ¢SIOKAYy3 t NRPFSaarzyé

The late Ronald Thorpe, former President and CEO of the National Board for Professional Teaching

Standards, introduced his 2014 New England Journal of Public PolicfXi A Ot S 2y a{ dza Gl Ay Ay :
t NEFSaaArzyé gA0K (KS yéhingpmdfgssion must éxpaidiéar chéhgeiiniordeNS 2 F
to achieve the essential goal of advancing learning for all students. Central to that idea is the belief that

expansion and change is also critical to advance the development of all teachers ¢ to lift the culture of

teaching, and thereby, the profession itself.
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In the current high stakes testing and accountability environment that prevails in many schools

nationwide, there is arguably a crisis in the teaching profession marked by low morale among even

some accomplished teachers, and low retention rates among many new teachers. From Quicksand to

Solid Grounga 2015 report on the infrastructure required to support quality teaching by Jal Mehta and

others at the Transforming Teaching Project at the Harvard University Graduate School of Education,

y2iSazx a¢SIIOKSNR GSff dza GKFG GKSNB A& a2YSUGKAy3
profession and the lack of opportunities to help their colleagues without losing touch with the

Of | & & NP 2 Y ticites stafist®s indifatirdptiat many teachers believe professional learning is

largely ineffective, and that many leave the classroom within their first five years, draining talent from

the profession.

The longstanding mission of CTL, the Louisville, Kentucky-based nonprofit, matches a renewed emphasis
in education on lifting the teaching profession through
transformation of the roles and responsibilities of
teachers themselves. For more than 20 years, CTL has
worked to advance excellence in teaching and school
leadership through high quality, job embedded
professional development for teachers and
administrators, shaped by and responsive to the actual
needs of students and schools. CTL was a primary
collaborator with the Kentucky Department of
Education and others on the recent development of
the Kentucky Teacher Leadership Framework.

This policy paper was conceived as a call to action to
elevate the teaching profession, through sometimes
small but intentional shifts in the way teachers work,

that can nevertheless have significant positive impact
on both the teaching culture and student learning. The examples noted here suggest potentially scalable
approaches to the challenge of improving both the teaching profession and student learning as a direct
result. As Thorpe noted, the education community has long understood the elements required to
improve teaching. The challenge is to translate that knowledge into practice. The cases that follow
demonstrate that first steps toward improved culture and practice are not only desirable but achievable.

Adapted from the Center for American Progress 2015 report, Smart, Skilled and Striving: Transforming
and Elevating the Teaching Professgignificant improvement in teaching overall requires ¢

More selective criteria for entry into teacher preparation programs

More rigorous teacher preparation program coursework

Higher quality teacher preparation field training experiences

Improved licensure examinations to raise the bar for entry into the teaching profession
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Increased teacher compensation, and differentiation of compensation based on individual

teacher responsibilities and performance

hy3d2Ay3 LINRPFSaaAz2ylt fSENYAy3d FTNRY o6S3IAYyyAy3d 2
Professional learning aligned with student and teacher needs

Redesigned school schedules to accommodate shifts in teacher practice

More opportunities for teachers to take leadership roles, including while continuing to teach

Higher standards for attaining tenure

Improved training for school leaders to support teachers
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The focus of this paper is on two broad categories largely under the control of individual districts and
schools ¢ opportunities for ongoing
professional learning, feedback and
collaboration, and opportunities for
differentiated teacher roles and leadership
that facilitate career advancement and
address teacher and student needs. Both
have the potential for significant positive
impact on the culture of teaching, and in
some cases require relatively minor
adjustments in expectations and practices.

The ultimate challenge is to take

knowledge about all the elements that can positively transform teaching and learning and implement

them in replicable and sustainable ways. The exemplars that follow indicate that this is possible ¢ both

through larger, comprehensive models, and through relatively simple, smaller-scale shifts in attitudes

and practices by administrators and teachers i K & R2y Qié NBIdZANB ySg 2NJ aA3IyA

Background: Research on Positive Teacher Culture

G ¢ KS yisnSdachiigginto a respected profession has been part of the education

discourse for at least a hundred years. It is widely recognized that we need to build the
A0NHzOGdzNBa |yR LINRPOS&aSa (2 &dzlJll2 NI F RdzZ G0 £ SEN
Bu the field has been slow to act, and longstanding structures and institutions have
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~ Jal Mehta, et al., Transforming Teaching Project,

Harvard University Graduate School of Education, From Quicksand to Solid Ground

The recently adopted Kentucky Teacher Leadership Framework (http://ctlonline.org/kentucky-teacher-
leadership-framework/), the graphic for which illustrates a re-conceptualization of the roles teachers

can play in professionalizing teaching, is itself built around the concept of teachers as collaborative
professionals® Ly GKS CNI YSG2N] Qad AYUNRRdzOGA2Yy I 5N . N
G¢ Sl OKSNJ f SI RS ber agd Q& Rwithiotherstcbldple ta HgRlight features of
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http://ctlonline.org/kentucky-teacher-leadership-framework/
http://ctlonline.org/kentucky-teacher-leadership-framework/
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AYyTEdzZSyO0S aANRgaszée S@OSylGdztfte SyO2YLImwmdy3d 2G0KSNJI O
Framework outlines six spheres of teacher leadership ¢

Leading from the Classroom ¢ Developing capacities of students and self

Leading through Modeling and Coaching ¢ Developing capacities of peers

Leading Groups and Teams ¢ Contributing to positive school change to enhance student learning

Leading to Increase Teacher Voice and Influence¢2 2 NJ Ay 3 G2 Syt NHS (SI OKS]

making beyond the classroom

0 Leading to Professionalize
Teaching ¢ Reforming educational
system to increase opportunities
for teachers to learn and lead

0 Leading to Connect to the Larger

Community or World ¢ Expanding

the world of the classroom

beyond the school

O O O O

TEACHER
LEADERSHIP

The Kentucky Teacher Leadership
Framework aims to standardize
professional practices and goals for all
Kentucky teachers. In the same spirit,
Ronald Thorpe noted that in high caliber
LINEFSaaArzya fA1S Y9
preparation programs is standardized
around principles of accomplished
LIN} OGA OS¢ 1S5 (223
professional learning and mentoring by
more experienced colleagues was central to such accomplishment, and advocated for residency
SELISNASYOSa F2NJ (S OKSNAZ |ylf232dza (2 (K2aS NBI dz
impact on the culture of the (teaching) LINE FSa dA2y | YR (GKS ljdzaftAde 2F 4GS
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Recent literature on teaching likewise supports a similar focus on teacher agency in decision making on
curricula and strategies, teacher-directed professional learning, and, related to both of these, extensive
opportunities for teacher collaboration:

A Among the compelling findings of the CenteronEducali A 2y t 2t A O& Qé&.istanite® HAmc N
Us: Teacher Views and Voicess that vast majorities of more than 3,000 teachers surveyed
YIGA2Y6ARSE a0StASPS GKSAN @2 Aefidg procddsatthé2 G 2 F 4 S
RAAGNRAOGE &l @é&d,iddddtrgst, thahcallgbbrationivigh@oBehgaies is valuable.
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A Ina 2016 Ford Foundation-commissioned report, Barnett Berry, Founder and CEO of the Center
for Teaching Quality, noted that hybrid roles that enable teachers to make decisions about
programs, materials and resources ensure not only a collaborative vision and strategy to reach
all students, but increased investment and excitement on the part of the teachers themselves.
. SNNEQa NBa&ASINOK adzBISNBRE (G KIOK 22dz8K REONBO K SNIR A
safety concerns, and increase graduation rates and college attendance for students.

A Linda Darling-Hammond and others at
the Stanford Center for Opportunity
Policy in Education notes in a 2010
research brief that high performing
school systems around the world
emphasize universal mentoring for all
beginners, as well as extensive
opportunities for ongoing professional
learning, and teacher involvement in
RSOAaAA2Y YI1Ay3ad a
yIEGA2yazé GKSe& gNRI
professional learning is a high priority,
and teachers are treated as
pr2 FSaaAz2yl f aové

A Arecent study of teacher professional development in Shanghai, Singapore, and British
Columbia by the National Center on Education and the Economy (NCEE) notes that in all three
places, teachers are expected to collaborate to improve effectiveness and therefore student
learning. The process advances their teaching careers ¢ in the same way, for example, that new
attorneys learn from seasoned colleagues as they advance their careers within a law firm. In
contrast, advancement for a teacher within a school traditionally has been limited to the role of
principal, who often does not have teaching responsibilities. As NCEE director Marc Tucker notes
NEIINRAY3I ROFEYyOSYSyli Ay GSIFIOKAy3a Ay GKS !''yAds
il®d ¢KSNBQESIYRKAGIINIS INISING DR MBAKR2WAEA O NRHNAEAG2 |

A The Center for American Progress 2015 report cited above suggests that to attract and retain
SEOSttSyid (SIFOKSNARIZ (KS LINBIBSranpfoa -tk 2 dzf R LINE @
(S OKAY3 SELISNASYOSs: (KGO Ay Ottdabhifigmbdelsiahdy § Sy & A @
SELISNASYyOS&as (SIOKSNJI NBaARSyO& LINRINFY&EASZ FYRk?2
along with increased opportunities for teachers to take leadership roles ¢ including mentoring
new or struggling teachers, planning and facilitating professional development, and providing
feedback to colleagues. A caveat here in the history of such an initiative more than two decades
ago: The California New Teacher Project, which funded reduced class loads and extensive
mentoring for rookie teachers, resulted in improved performance of both students and
teachers, but that success did not continue when the efforts did not take hold in a systemic way.
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Such failures to sustain and scale educational advances cause the same problems to resurface ¢
with the need to be addressed ¢ again and again.

A ¢KS blradA2ylf 9RdzOI GA2y ! 3a20A1GA2YQa [/ 2YYA&daAz
made up of accomplished teachers and education leaders from across the United States,
likewise stated in 2010 that teacher collaboration supports student learning, and called for
increased collaborative engagement for teachers, which they termed, d ONHzOA | f G2 SFFSOI
tS | O K AEJTRabed! the related need to connect professional responsibility and student
learning.

A An Alliance for Excellent Education 2008 issue brief likewise stated i K G & O2 YLINBKSy a A @S
AYRdAzOGA2y ¢ AyOf dzRAY I YSy 2 Nhayearaing &efeetlbhck 2 NI G A 2
among new and experienced teachers, increases the likelihood that quality teachers will
continue teaching.

Seeking Examples of Positive Teaching Culture

In addition to the research cited above that provides a clear rationale for what Barnett Berry terms
GUSIHIOKSEBNBRE a0OKz22faxr /¢ &dinzE&iéadefshdpPplofessiofaE || YLI Sa 2°
learning and collaboration that are having a positive effect not only on teachers themselves, but on

student achievement and school culture.

For the purposes of this paper, we interviewed four teachers, two
principals, one district administrator, one state department of
education effectiveness coach, one member of a university
education faculty who is also a recent district administrator, and
one education consultant who has developed a comprehensive
model for differentiating teacher roles. The Kentucky educators
overall represent multiple regions of the state. We sought input
from teachers who are currently or have recently been involved in
either formal or informal teacher leadership programs at state,
district or school levels - and coincidentally, three of the four work
in Jefferson County (Kentucky) Public Schools, the largest district
in Kentucky with more than 150 schools and representing both
urban and suburban settings. However, the blog post about
virtual collaboration that prompted one of the teacher interviews
was written while that teacher was working in a different

Kentucky district.

Taken together, they suggest that certain common steps to increase opportunities for teacher
leadership, teacher-directed professional learning and collaboration can positively influence teacher
culture, and therefore student learning. The simultaneously good and challenging news is that these
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shifts seem to require more a change of will than an increase in dollars, and can be accomplished both
within the context of a broad, systemic model, or relatively simply, under the auspices of an enlightened
administration and faculty.

The elements that create a positive teaching culture are well established in the professional literature.
Through the voices of actual practitioners, this paper is intended to encourage first steps toward putting
some of those elements into practice.

Positive Teacher Culture: Teacher Views

Allison Hunt a former Kentucky Teacher of the Year and

Hope Street Fellow, teaches AP Human Geography at

5dzt 2y al ydzZf 1 A3IK {OKz22f
Public Schools (JCPS). Hunt believes that to elevate the
teaching profession, teacher roles should be differentiated
based on varied responsibilities, including those that call on
current classroom teachers to exert leadership. She deplores
gKFEG aKS GSN¥a GKS GNIRAGA
that requires all teachers to do the same things in the same
ways regardless of teacher strengths and student needs. She
notes that accomplished teachers who work to distinguish
themselves often meet with disapproval from administrators
andpeers.d ¢ KS @SNE ¢ evddBagpenédioimy il mylblding was becoming Kentucky

¢SFOKSNI 27F (i KeSplaipirfy thal3he felt shnBed By botheicolleagues asaresult. a L 1 Q& G K S
FILOG2NE YAYRASOD / NBFrGAGAGE YR R2Ay I ssamblySGKAYy 3 2
fAYySO®E

arzylLt €tSI@S GAYS F2
| |

AL KIFE@S (G2 0683 T2NJ LINRTS
a OKAy 3 R fSIFENyAy3

a
J2Ay3 G2 SyKFryOS Yeée &S

In addition to differentiated teacher roles and responsibilities and new opportunities for teacher

leadership, Hunt advocates for increased teacher voice and flexibility in determining professional

learning tailored to self-identifiedneeds.d L Kl @S G2 06S3 F2NJ LINRPTFSaaAzylt f
opportunities that are clearly goingtoey K y OS Y& GSFOKAyYy3a yR fSINYyAy3 ¥
a2 KeKég

Kip Hottmanis in his thirteenth year teaching Spanish, currently at Fern Creek High School in JCPS ¢ but
AG 61ayQli dzyGAt Foz2ddi Gé2 &8SFHNE 32 GKIG KS OFYS
expand and inspire his work in the classroom. A recent Hope Street Teacher Fellowship and participation

Ctl iy 2017 7
N ay

‘



on a Bill and Melinda Gates Foundation teaching advisory panel made Hottman aware that teachers

YySSR (2 02yySOi 020K ¢gA0GKAY FyR ONRraa alOKz2z2faz R
connecting(WA G K 2 GKSNJ 6SIF OKSNBRUO ¢l a éo6lt1Ay3a | ONRraa GKS ¢
K2 A& FlrodzZ 2dza G 60GSHFOKAY3IVL 6KIFIGEX YR 6KSNBKE

L FSSR 2FF GUKS LI adairzy FyR GKS ySié2NJAy3a |y
G§SI OKSNE d¢

Hottman says mobile technology applications like the Boxer email management app, and JCPS Forward,

which facilitates informal, online district-wide teacher chats, help make professional learning more

flexible and expand its scope. He estimates some 200 JCPS teachers currently connect through JCPS

Forward. In contrast, Hottman describes his

FANBG mMn @SIENBR 2F (S OKAY.
Thanks to new opportunities to interact

virtually with colleagues nationwide, he now

says;aL FSSR 2FF GKS LI aarazy
networking and the learning from being

I NPdzy R 20 KSNJ 0SI OKSNAE ®¢

Like Hottman, twelfth year teacher Paul
Barnwellhas come to believe that
collaboration and new approaches to
professional learning are essential to lifting
the profession. Currently teaching English

half time at Fern Creek High School in JCPS
while also serving as a Center for Teaching Quality (CTQ) teacherpreneur who launches virtual
professional learning communities, Barnwell cites the creativity and autonomy he enjoys in his dual role
facilitating both classroom instruction and online professional learning for colleagues ¢ including
through a Gates Foundation-funded program called Classroom Teachers Enacting Positive Solutions
(CTEPS) through which teachers virtually brainstorm approaches to school and district challenges.

Ly I NBOSYd /¢v 6f23 LRAGE .FINYysStt NBOIfftSR GKS
him to leave teaching. He believes collaboration in person and online is essential to address teacher

burnout and offset the potentially daunting experience of working with students alone in a classroom all

day. Barnwell supports peer time built into the workday for teachers, including teacher-led professional

learning, and differentiation of teacher roles and workloads based on the needs of students.

FNY6SEf aléa KSQa F2Nldzyl 8 G2 KF@S  LINAYOALI ¢
teacher leadershipand learning.a L O2dzf R AYIF3IAYyS | a@adGSYy 6AG-K &G NHzC
ctl oy 2017 8
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to-face and virtual professional learning sessions, with teachers and outside experts connecting across
schoolsandO2 y 1 SY (K S NiR-leaa>¢ y2iAy3 GKS alftyz2ald AYyFAYAGS L
whom teachers can learn.

Positive Teacher Culture: Informal School Level Change

A small public high school in eastern Kentucky supports the teacher views cited above that collaboration
and autonomy are critical to successful classroom practice.

Ricky Thackerecently drew the attention of Microsoft founder Bill Gates, who visited his mathematics
OftFaaNe2yYy G .SGae [FLeyS | A3K {OK22f Ay Cf2&R [ 2dz
unconventional approach to instruction in a brightly painted classroom with whiteboards on every wall

and a giant x-y axistapedtothefl2 2 NJ Ay LJX I OS 2F RSalad DIFIiSa RSAONAC
O22NRAYI (iSaxXla aiddzRSyia NHzZKSR | NRPdzyR KAY FTNRY | dz
AyOf dzZRAYy3 YSodé

G2 KSYy L 6118 dzlJ SOSNE Y2NY Ay 3 hinRofwhatl g 88 SEOA (
R2 | & I|Td8Z0 A GIQBQONB S NRAY IS AGQa FdzZf FAS

We interviewed Thacker to find out how he came to create his unigque classroom environment. Now in

his ninth year of teaching at Betsy Layne, Thacker grew up in nearby Pike County, Kentucky. His father

was a coal miner, his mother worked in a local grocery store, and Thacker was the first in his immediate

family to go to college. A teacher of Algebra | and mathematics intervention classes, he describes Betsy

[FeyS I-BNAGB8RIabK22ft¢ F20dzaSR 2y dzaAy3a RIFEGF G2 0SS
Ffa2 RSAONAROSA . Shaea?HkSBWSL Fal 163 deld YSA@ SNEE  W2NIANYEAET
02YS KSNB® L R2y Qi GKAY]l 2F 6KIFIG L R2 +Fa | 220¢ L

Thacker credits Betsy Layne Principal Cassandra Akefori KS a2 O0K22f Qa LI2aAdGA GBS (S| C
welcomes out-of-the-box ideas based on student data, he says, encouraging teachers to offer new

F LILINRF OKSa (2 &addzRSyd € SFENYyAy3a OKFftSyaSaod a{KS |
NRE2YZI(eXKS @GLF AGQa Ay (GKS 06SadG AyaGaSNBaida 2F (GKS ai

Thacker was inspired to change his approach to teaching by a Kentucky Valley Educational Cooperative

workshop on the value of discovery learning presented by Dr. Thomas Murray of the Alliance for

Excellent Education. Thacker stopped lecturing from the front of the classroom, and started instead

JdzZA RAYy3 &addzRSyida G2 62N)] GKNRdIzZAK LINRPO6f Sya (G423SiGKS
times,andastudentwA t £ Yy S@SNJ I3S0G AdGX o6dzi AF Fy2GKSNJ addzRSy
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For her part, says Principal Akers,d L R2 y QG G I 1 S golbguBiRtheitlassFoandli dotake i K A y 3
credit for putting together a great staff. If they can tell me why (they want to do something) and tell me

K2g>X 6S GNB AG® 2SQ@S FI Af S Rhesaysdheaidher siatfafp tak S QBS 6SS
about test scores, constantly comparing themselves to other schools and striving to improve. But, she

adds,62 SQNB | OO02dzyilo6tS G2 GKS {1ARaA® LT &2dz GF1S OI N

LGQA y2 62yRSNI . Siae agkdr dkgrSherFelSisfraduate af th&schbol, ifhery A £ & {0 2
eighth year as principal ¢ and her twenty-fourth working there, first as a teacher, then as an

instructional coach and assistant principal. She knows the community well, and sends faculty and staff to
a0dzRSyiGaQ K2YSa ¢gKSy ySOSaalNeRs KSfLAYy3 FlLYAfASa
YAIKEG KFE@So¢e¢ . SGae [leySQa wc (S OKSNRBR -AaSNWVS nnn
quarters of whom qualify for free/reduced lunch.

Akers believes a negative teaching culture can result from trying to solve too many problemsin a
building at once, and often advises other principals to
focus on one challenge at a time. She says the
mechanics for establishing a positive teaching culture
are relatively simple: With a particular focus on new
teachers, Betsy Layne regularly hires substitutes so
teachers can be released to observe more experienced
colleagues in the classroom. Even veterans struggling
with aspects of instruction or classroom management
are offered opportunities to observe skilled peers. New
teachers have faculty mentors within the building.
Betsy Layne teachers are also encouraged and released
to participate on walkthrough teams that visit other
district schools and provide feedback to colleagues.

Akers herself says she observes classrooms in her building at least twice a day.

In addition, Betsy Layne teachers meet in professional learning communities twice a week, with a focus

on data that can help them make adjustments to meet student needs ¢ often seeking and finding the

expertise they need from within the faculty itself. 2 S G NEB G KAy 3a & A GMKepsdays. TSI NJ 2
G2S R2Yy QG FLIWNRBFOK AG Fa | LdzzyAdGAGBS (®prglidedé h @S NI
opportunities for teacher collabork G A2y YR LINPF&AaARYKE AT B NFAYAE a8\

Positive Teacher Culture: Informal District Level Change
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Broadening beyond an individual school, it is also critical for district level administrators to create an
atmosphere in which teacher autonomy and collaboration are encouraged and supported.

Jana Beth Franci# her fifteenth year as Director of Assessment, Research and Curriculum in Daviess

County, Kentucky, believes professional learning provides a path forward for teachers ¢ but only if they

FSSt a ar¥S laiAy3a ljdSadizya a GKSe@ R2 02YAy3 dz
fA1S I FIrOG2NReC YRRESINEE SKISSGH ez 0S (2t R gKIFG G2 |
anymore.¢ S OKSNA Ydza i LINE $hé nBtas that thd cdn®nt droy ¢t newr tkakhgry, @ ¢

who were students themselves in an era of standardization, must be encouraged to individualize their

F LILINB I OKSad ¢2 3ISaG 4GS OKS NRritidal & IhaNdadmyhidratbrddarhingZ  CNJ y O
Ff2y3aARS (KSY® a¢KS gK2fS 2NBFYATIFIGAR2Y KIFI&A G2 oS
0S gAfftAYy3d G2 alre @&2dz R2yQi (y2¢ lo2dzi a2YSGKAy3:
more questions than answers.

¢S OKSNE SELISOG G2 0SS G2tfR gKIG G2 R2® ¢KI G
must problem solve and think. Your best learning happens when you sit around and work
G§23SGKSNWE

CNl yOAad RSaONRO0Sa GKS AyadNHzOGA2Yy Lt Odz G§dzZNB 2F 51
¢l LX I OS gKSNBE GSIFOKSNE FSSt (KS& R2y Qi KI @S G2 R:
everything exactly as they are told, as long what they do " '
results in student learning. She believes the standardized
testing that has come to dominate the profession has
caused educators to ignore critical and sometimes

valuable differences among teachers, as well as students.
G, 2dz K @S (2 \Arfnke isindourdecBeNS
leaders, inpreparl G A2y X ol Ol ANRdzy R
a | éVdedmakéa lot of assumptions about what our
teachers are capable of instead of really looking around

FYR RSGSNXYAYAYI sKFG GKS

CNIyOAa fa2 0StASHSa AdQ
0 K &&aling an impact not only on students, but also

on the system as a whole. She and other district
administrators were surprised to learn recently that local
teacher leaders felt disconnected from policies handed
down by the state, despite having voice at the district . ‘
level. The key, she says, is helping teachers forge

connections through continuous, job-embedded professional learning and ongoing collaboration. & , 2 dzNJ

0Sad tSINYyAy3d KILWLISya 6KSy @2dz aAd | NRPdzyR YR 62N
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Examples of Positive Teacher Culture: Formal School or District Level Change

Built on the same principles that guide schools like Betsy Layne High School and districts like Daviess
County, there are also research-based,
e SN -2 | comprehensive models that provide roadmaps to
é:—:.g = ‘. g , teacher autonomy, leadership and collaboration.
{
+ Je / Opportunity Cultureis one such research-based,
: " comprehensive model aimed at boosting student
learning by transforming teacher roles throughout a
school. Developed by Public Impact, an educational
consulting organization based in Chapel Hill, North
Carolina, the model was inspired by research
indicating that top teachers ¢ as measured by
student growth ¢ facilitate up to three times more

% .
rra @™ <,
¥ ) N qf‘—.";‘ N

learning for their students as other teachers.

Designedtoworkwithexid G Ay 3 LISNE2Yy Yy St YR SAGKAY ANKS SEAAGAYS
Opportunity Culture extends the reach of excellent teachers and their teams to more students, for more

pay, within NB O dzNNJR y 3s statatzéhIns iivév DEportunityculture.org website. The model

provides a framework for redesigned teacher roles and increased pay based on differentiated

responsibilities through reallocation of existing funds ¢ for example, by increasing class sizes to free

selected teachers to spend parts of each day working with colleagues. Unlike short term grants,

reallocation of existing budgets is designed to ensure sustainability.

The professionals needed to help move any schosbfdrare often already in place.
2 KIFGQa NBIJdZANBR Aa y2i0 ySOSaalNARte 'y AyTFdzaaA:
leadership potential, and the opportunities and support to activate it.

Central to this particular model is the designated role of Multi-Classroom Leader ¢ a teacher with
responsibility both for teaching a reduced class load and for mentoring and collaborating with a team of
colleagues for additional pay. Also critical is the notion of shared accountability ¢ that all teachers whose
work touches students share responsibility for the success of those students. In addition, the model
includes Expanded Impact Teachers ¢ top teachers who, with the assistance of support staff, can meet
with many more students than a traditional teacher, through virtual and face to face instruction. The
model also includes Aspiring Teachers, not yet certified but salaried and mentored on the job.

Ctl iy 2017 12
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http://www.opportunityculture.org/

Public Impact Co-Director Bryan Hassedays Opportunity Culture enables a principal to shift from single-

handedly managing a large staff to working collaboratively with teacher leaders connected to students.

Districts and schools can adopt the Opportunity Culture model independently, or can opt for additional

consultation from Hassel and colleagues. Regardless, Hassel believes, d 9 S NE & OK22f A& aadai
2T S OKS NHhatisytthe prof&stonlSnddilett éo help move any school forward are often

Ff NBFReé Ay LI OSo® 2KIFI{iQa NBIdZANBR Aa y20 ySoSaal N
available leadership potential, and the opportunities and support to leverage that potential.

Opportunity Culture is built around five principles: 1) teaching role changes; 2) pay increases; 3) financial
sustainability through use of paraprofessionals and reallocation of non-classroom positions to
classrooms; 4) scheduling changes for collaboration at
school; and 5) formal authority and accountability for
Y2NB addzZRSyGaqQ 2dziO2 vi&eén 2
roles. These principles must be in place at the school,
district and state policy level, requiring lawmakers to

LI && €S3ratldazy GKFEG SEI
there must be a teacher evaluation system in place that
tracks student growth by teacher, allowing identification

of teachers in the top 20 to 25 percent in subjects in
GKAOK SEOSttSyld GSIOWEANEC
commitment to reach every child successfully with
teaching as good as that top quartile in target subjects
(opportunityculture.org).
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The Opportunity Culture model is currently being
implemented in eight districts around the country,
including Charlotte-Mecklenburg, North Carolina; Metro
Nashville, Tennessee; and Indianapolis, Indiana. Mike
York Effectiveness Coach in the Kentucky Department
of Education, has visited and communicated with
several Opportunity Culture schools in an effort to learn how the model might be applied. York, who
taught in Madison County, Kentucky and, for 14 years at a United States Department of Defense school
in England, has a unique perspective, influenced as well by the experience of his British wife, who is also
a teacher. As in the Opportunity Culture model, York says, in British schools, leadership is distributed,
with principals acting mainly as building managers with responsibility for budgets, while specific
teachers, who are paid accordingly, are charged with the social and emotional needs of students,
departmental needs of colleagues, and so on. York believes just as teams of teachers should be held
accountable for the growth of students, American schools should be held responsible for the growth of
teachers.

Michelle McVickerss in her fourth year as principal at one of the original Opportunity Culture schools,
Buena Vista Enhanced Option Elementary in Nashville. The school population is 100 percent African
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American, 100 percent free/reduced lunch eligible, and 78 percent mobile ¢ that is, lacking permanent
housing. McVicker says the school draws from every homeless shelter in Nashville.

Buena Vista adopted the Opportunity Culture model as the result of a needs assessment that revealed
gaps in both instructional and management expertise. Originally staffed with a 15-to-one student-
teacher ratio to respond to its high-need population, the school was nevertheless falling short with a
faculty largely made up of new teachers who lacked training in quality instruction. The Opportunity
Culture model provided a roadmap to shift staffing from five classrooms at each grade level to three,
freeing top teachers to become mentors to colleagues. The school developed an internal program to
train these Multi-Classroom Leaders to respond to identified student needs. Other changes were
AYLX SYSYGSR +ta ¢Sttty Ly (KS aoOKz22fQa of SYyRSR Of I a
for monitoring some students on computers while trying to work directly with others, teachers paired
up to simultaneously implement both face-to-face and virtual learning. Top teachers were given time
outside the classroom to mentor and coach new teachers, and the most capable faculty members were
placed with the most needy students.
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implementation, McVickers says state assessments now show steadily increasing student proficiency in
every content area, in contrast with prior years
6KSY | OKAS@SYSyid ol a 7Tt
oA33Sad OKFy3aSz¢ akKS atl &
here, everybody was in their room with the
- doors locked. Nobody collaborated with
anybody. There was fighting, and grievances
amongfaOdzft G & YSYO0SNB®E h LILR NI
she says, transformed the climate.

McVickers advises other principals to consider
what they do to support teachers and make
them want to continue to be in the profession.
G2 KEFEGO INRgEa GKSY yR RSOSt
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Alan Coverstonavas Executive Director of Innovation in Metro Nashville Public Schools when he
brought in Public Impact to help implement the Opportunity Culture model at Buena Vista. Now
Assistant Professor of Education at Belmont University in Nashville, Coverstone says he was responding
to the sense of isolation, fear, discouragement and disillusionment he had observed year after year, and
saw the model as a budget-neutral path to empower and expand the roles of teachers. He engaged the
school in a process of planning backward
from long-range goals to the steps required
to achieve them, and had directed his staff
to help the school navigate implementation
issues with the state. Ultimately, Coverstone
says, he gave Buena Vista the freedom to
move forward with the model, and then held
them accountable for the results.

G¢KS INBFGSad AyYLI O
/| 2@SNREG2YyS &l e&ax aa
which people can feel open and engage in
honest communication and feedback about their professional pracli A Q&cbgh models like

Opportunity Culture, he believes, teachers feel a sense of ownership, control and self-efficacy.

/| 2@0SNEG2YS FTRG20F0GSa | GSFOKAYy3a Odzf GdzNB 2F G LISNAA

In a blog post on the Opportunity Culture website, Charlotte, North Carolina teacher Romain Bertrand

says the model affords teachers more influence and higher pay ¢ and new ways of working together.

Drawing on the example of another model, Coverstone notes that while Nashville Teach for America

(TOA) recruits sometimesf I O1 O2 YLINBKSYyaA @S (y26fSR3IS 2F GSI OKAYy
ongoing collaboration and feedback nevertheless leads to measurable success with students.

GThe greatest impact a leader can have is to create conditions in which
people feel open and engage in honest communication and feedback
about their professional practice.

CoverstonesaysNB aAadl yoOS G2 O2ftfl02NrGA2y YR FSSRol O1z |
always been done ¢ a common characteristic even and often among high performing schools ¢ holds
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different group of people to the teaching profession who are engaged, engaging and more self-
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Key Elements of Positive Teacher Culture

Both the informal and formal or comprehensive approaches to positive teacher culture, described
above, share key elements which apply across settings:

x  Teacher leadership, autonomy and flexibility ¢ applies to teacher roles, such as hybrid and
GOGSFOKSNLIINBYSdZNEE Fa ¢Stf |a OdzNNAOdz | NJ | yR
honored so that teachers can meet the needs of their students without strict adherence to
curriculum pacing guides or overemphasis on test preparation. Schedules and class sizes can
vary as can teacher pay depending on role. Moreover, administrators foster a culture of
experimentation, making room for mistakes and sharing in accountability.

x  Collaboration within and outside of school buildings ¢ allows for teachers to mentor and be
mentored by colleagues, to observe and learn from colleagues, to be observed by
administrators and peers receiving non-judgmental, non-punitive feedback, and to connect with
peers across schools, districts and states using networks and other structures. The goal of
collaboration is to work together toward high levels of learning for all students.

x  Enhanced professional learning ¢ provides teachers a voice in determining their own
professional learning needs, with encouragement for continued growth and support, for
example in the form of released time, professional learning communities, and productive
meetings that support discussion and brainstorming about school and district issues.
Professional learning is directly tied to student needs from a variety of sources, including both
test scores and samples of student work, teacher observations, and student interviews and
surveys.

These examples reflect both normative and organizational change. For example, rethinking school
norms that vest decision making only in the principal, and instead engaging teachers in identifying issues
and determining solutions, can lead to greater school effectiveness for all involvedt administrators,
teachers and students. Changes to the organizational structure can take the form of how teachers are
assigned both teaching and mentoring roles, how class sizes are determined, and how schedules can be
crafted to allow greater flexibility. None of the changes suggested, whether small and incremental or
larger scale, involve significant sources of funding or are dependent on the size of the school. Rural
schools, as noted in the example of Betsy Layne High School, can effect significant changes in classroom
practice by creating a culture that supports experimentation. Rather, these changes involve a
willingness to think and act differently, and to allow the strengths and expertise of teachers to flourish,
to increase their own learning and the learning of their students.
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Conclusion

Ly &adzyYl NBZ / infor@ation yaBhérifglsubgeskthat-eyeriRsmall but significant shifts in
attitude and culture within a school can have a profound and positive impact on the teaching culture.
These include opportunities for teachers to take advantage of ongoing professional learning and non-
punitive feedback and collaboration.

a2@Ay3a lgke FNBY GKS ATl (
that assumes that all teachers (and all

students) are the same, to achieve these

changes, policy must support flexibility and

autonomy at all levels. It is critical for

administrators to have this flexibility as

well as the capacity and inclination to learn

alongside teachers, building a culture of

collaboration and support.

Teacher roles, responsibilities, and salaries
can be differentiated, based on student
needs and teacher strengths. Teachers who
distinguish themselves professionally can

also be appropriately acknowledged and
afforded opportunities for advancement in position and compensation.

When teachers are allowed to try new approaches to address student needs and teacher strengths
without fear of retribution, they can strategize for the most productive paths forward, both for their
students and for themselves. Shared accountability for groups of students across teams of teachers and
administrators in turn eases the burden on individuals, and makes it possible for collaborators to
address challenges and meet goals together.

Teacher voice and leadership must be a norm and an expectation, not an exception, and teacher
support services and professional learning should likewise be designed with flexibility and customized
for individuals to enable teachers to develop their strengths. In addition, these must be emphasized in
pre-service teacher preparation so teacher candidates, as well as current practitioners, understand that
this is expected and supported.

Above all, teamwork, face-to-face and virtual collaboration, and ongoing, non-punitive feedback
distinguish positive from negative teaching cultures. Teachers should mentor and be mentored, coach
and be coached, observe and be observed, and engage in professional learning throughout their careers.
To forge an enhanced teaching culture that advances both the professional standing and careers of
teachers, and learning for all students, CTL urges all districts and schools to explore ways to implement
these shifts in attitudes and approaches, both informal and more comprehensive.
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