






A Systems-Based Plan for Improving Teaching and Learning in Every Classroom 



 		        The High-Expertise Teaching Project:
        A Multi-Year Architecture


The High-Expertise Teaching Project

Goal: 
More skillful practice of the 10 Big rocks of High-Expertise Teaching*  (H.E.T.) in more classrooms for more students more of the time. 

Outcome: 
The 10 Big Rocks (constellations of skills) of High-Expertise Teaching are operating in each and every teacher’s repertoire at proficiency (or on the way to it.) 

Rationale:
The most potent way to improve student learning and school effectiveness is to develop human capacity for skillful practice in a wide-range of areas that comprise High-Expertise Teaching and Leading. Developing human capacity, that of both teachers and leaders: that is the key. That is the missing focus of the last 40 years in education reform. 

This conclusion has been reached and documented over and over again in the last 20 years (Lieberman 88; Rosenholtz 89; Louis and Kruse 95; Newman and Wehlage 95; Elmore 2000; Bryk and Schneider 2004; Hord and Sommers 2007; Kruse and Louis 2005; Bryk 2010; Hargreaves and Fullan 2012)

Therefore we aim to make each school a reliable engine for adult growth in the Big Rocks as well as other aspects of High-Expertise Teaching. It turns out that the school-as-workplace is the primary site where teaching skill improves. And schools that are successful in becoming such an engine of improvement have strong Adult Professional Cultures. These cultures are characterized by vibrant, visible norms including: non-defensive self-examination of practice in relation to student results; deep collaboration and sharing in teams; and lots of public teaching in front of each other. Supporting building-based leaders in growing these cultures is a fundamental component of this project. 

The High-Expertise Teaching Project depends, of course, on strengthening High-Expertise Leadership as well. The project, thus, is a long-range plan (multiple years) to accomplish the goal above that takes into consideration the large range and huge size and complexity of the knowledge and skill for successful teaching and learning, far beyond what our policy makers and voting public realize (See Fig. 1). It also includes how to grow skill and commitment, as well as the structures, resources and systemic connections needed at school, district, and cabinet levels to accomplish the goal. 

Finally, it is a plan that knits the many operating units of a school system together; thus it brings to bear the collective wisdom of the field on successful, sustainable change and the careful process of mobilizing collective action. 

*See Appendix A
Figure 1
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Follow this logical chain: 

If you want to improve student achievement, you have to improve the instruction students receive. 


If you want to improve instruction, you have to improve the teaching and learning expertise of the people in front of the children. (That variable dwarfs all others in studies of the last 20 years.) 


If you want to improve the expertise of the teachers, you have to start with a new understanding of the true size and scope of the knowledge and skills for successful teaching—far larger than we acknowledge. 


 If you have an appreciation of the size and scope of teaching expertise, then you have to generate a clear image of what it looks like and sounds like in action, in all it’s complexity. (Big rubrics are only a start.) 


If you can describe the knowledge and skills of successful teaching in detail, then you need to embed them in the highest leverage places in teachers’ everyday work environment that influence what they know and can do. Teacher evaluation is only one of them, and not the most powerful at that.



If you want to have accountability, access to, and support for ever-increasing teaching expertise built into the high-leverage structures (see page 5), you have to redesign them. 


If you want these redesigned leverage points to operate properly, you need to develop particular instructional leadership skills in building-based leaders. 



If you want building-based leaders to operate these levers successfully, area/zone superintendents need to supervise and support principals directly on how to operate those levers through new behaviors when they visit schools and host regular principals meetings. Thus the supervision and development of school-based leaders assumes a new and pre-eminent role in increasing teaching and learning expertise in the classroom. 



If you want the whole system working to bring H.E.T. alive, align the operation of the Business Office and HR with these commitments, as well as the Departments of Curriculum, Evaluation/Data Warehouse, and Student Services. 

Levels of influence, levels of authority, and operating processes that influence teacher capacity need to become linked in a way currently rare in public school districts
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The Tasks: Re-charter and Re-design the following Systems so that they are each engines for growing High-Expertise Teaching  (H.E.T.)
-----------------------------------------------------------------------------------------------------

Re-charter and re-design each of the following building-based systems so they operate to grow High-Expertise Teaching:

· Building Instructional Leadership Team

· Instructional Coach role and relationship with principal (as in District 2, NYC, 1990s)

· High-Functioning Common Planning Time Teams (CPT/PLC)

· Pyramid of Interventions for at-risk students

· Role of “Behavior Specialist”

-----------------------------------------------------------------------------------------------------

Re-charter and re-design each of the following district-based systems so they operate to grow High-Expertise Teaching:

· Supervision and Coaching of Principals[footnoteRef:1] for “Where to Show up” (p. 8) and for the development of strong Adult Professional Culture (see pp. 11-13) [1:  The anchor of these district-based changes will be the coaching and supervision of principals on site at their schools and at principals’ meetings.  This becomes the work of key central office leaders and principal cohort leaders and the focus of on-going PD for school-based leaders. All these levers for improving instructional leadership aim at developing skillful behavior in 12 places where the principal shows up and acts each day. These “places to show up” (see page 8) are the vehicles in each school through which teachers acquire ever more proficiency at High-Expertise Teaching.] 


· Coherent Curriculum and Assessment System

· Teaching, Leading and Learning Academy

· Recruitment and Hiring Process

· Comprehensive Induction System

Re-charter and re-design of each of the following Central Office systems so they operate to grow High-Expertise Teaching: 

· Meeting, reporting and communication structure to eliminate silos

· Messaging and Modeling: relentless, repeated and consistent about 
· urgency 
· the Growth Mindset
· and the importance of Adult Professional Culture


-----------------------------------------------------------------------------------------------------------
Commentary
Developing capacity for High-Expertise teaching requires a particular kind of human environment in the workplace that invites, supports, indeed, requires constant adult learning from the large and complex knowledge base of skillful teaching. So the foundation for this capacity building is the building-based leader’s ability to create it and sustain it. We will call this human environment Adult Professional Culture (APC.) 

Next, teachers must have easy access to high-quality vehicles for learning these skills—vehicles of many kinds: face-to-face workshops, study groups, courses; on-line experiences; direct input from observation and feedback by coaches and peers; readings….. 

And finally, to energize the interlocking parts above, the staff of a school building needs to be driven by a particular set of beliefs and commitments we will term “effort-based ability,” namely that student ability in academics can grow if they learn how to exert effective effort; and finally that it is our job, with urgency, to show them how and get them to believe they can.

So to summarize, effective and sustainable Human Capacity Building depends on:
1. building a Strong Adult Professional Culture
2. having systematic and ready access to the knowledge and skill base
3. permeating the school (and district) with urgency and the belief in 
  	  “Effort-Based Ability”  
4. supervising and coaching of principals directly on how to accomplish all these things
	5. re-chartering and re-design of certain building-based and district-wide systems 

Note: in any given year there are only so many people and so much energy available for implementing initiatives. So this plan must be rolled out at a deliberate and doable pace. 
It must also always be at the top of the district agenda, not just one of many. Number 1. That may mean cutting back on other initiatives no matter how appealing they may seem, and showing the relation of other initiatives to this umbrella plan. It also means saying “no” to many (not all) other interesting initiatives that present themselves. 

It will, moreover, mean carefully evaluating the time and people resources available each year so we take on the right number and right size steps in the plan and the right ones for the district needs in a given year. So the selection of what to accomplish in a given year needs to be made carefully. 

We have found that the highest priority for year 1 is to generate amongst teacher and administrative leaders interest, knowledge, and enthusiasm for the components of High-Expertise Teaching itself. At the outset, however, we need to bear in mind that at one time or another over the multiple years of the project, we must address the improvement and congruent operation of all of the processes on page 6 This is a challenge of prioritizing and pacing. 

The next two pages are representations in diagrams of the text up to this point. 

CODA

This ambitious multi-year plan calls for focus, perseverance, and coordination with clear, repetitive messaging hitherto rarely found in public school districts. And that is why it will take multiple years to accomplish. But it will be worth it, and potentially influential beyond measure to our faltering national educational policy. 

Districts undertaking the systematic improvement of High-Expertise Teaching will come to know and ally with one another. And their success will carry potent evidence for the case to professionalize teaching as well as a roadmap for how to do it. 



Ensuring high-functioning meetings of teams that share content (PLCs) (common planning time)
Planning and leading faculty meetings
Clear chartering of leadership team
meetings and operating agreements
Facilitating the work of   coaches/instructional specialists


Student by student accountability talks



Doing walkthroughs and
learning walks





Building-based Study Groups and Professional Development Planning
Doing frequent short visits and having conversations about CEIQ
        MAKING EVERY SCHOOL A RELIABLE ENGINE OF CONSTANT ADULT LEARNING
                         		      OR
  	 WHERE TO SHOW UP AND WHAT TO DO












How Leaders Influence High-Expertise
Teaching


Doing Planning and Goal-Setting Conferences
Arranging Public Teaching and Peer Observation
Frequent Classroom Presence and Hall-Wall Availability




Doing Formal Observations and Reports



  




 	   
HIRING           	                     INDUCTION                	WORKPLACE STRUCTURE AND
								             AND WORKPLACE CULTURE
The High Expertise Teaching Project (H.E.T.)
A Multiple-Year Plan


Make Every School
a reliable engine for adult growth
in the Big Rocks
as well as other aspects of High-Expertise Teaching

 
We want the 10 Big Rocks of High-Expertise Teaching operating in every teacher’s repertoire at proficiency (or on the way to it.)




Supervision and Coaching of Principals 

------------------------------------------------------------------------------------------------------------------------------

MAIN VEHICLES TO GET THERE
Therefore

12 Places Leaders
Show Up
Skills of Building-Based Leaders in Developing Adult Professional Culture (APC)




------------------------------------------------------------------------------------------------------------------


 RE-CHARTER AND REDESIGN THE ENABLING STRUCTURES

Central Office Decision-
Making Structures and
Communication for 
Transparency and Legitimacy (no silos)


Re-structured and re-constituted Building Instructional
Leadership Team
Access to Learning the Knowledge and Skills  (TLLA Academy)





Coherent Curriculum &
Assessments
High Functioning  PLCs
Re-cast Coaching Structure




Recruitment 
and Hiring
Induction
System

Pyramid of 
Interventions



Urgency & Effort-Based Ability as the system-wide belief this is stated, pushed, and supported unrelentingly from the top
------------------------------------------------------------------------------------------------------------------






S U P P O R T I N G     C O N D I T I O N S  (see next page)

      		 1 2     S U P P O R T I N G     C O N D I T I O N S
---------------------------------------------------------------------------------------------------
Supporting Conditions:

1.  Central Office, Decision-Making and Communication Structure that eliminates silos, generates coherence and establishes trust and legitimacy. 

2.  Stable committed leadership at district level

3.  Union Partnership 

4.  School Committee/Board Understanding and Public Commitment to the Plan over the long haul 

5.  Steering Committee with clout and ownership to make the long-range plan and annually update it and prioritize it 

6.  Long-range plan revisited and updated annually that includes the subtle aspects of managing change, always under reflection and study

7.  A design with appropriate pacing and sequence of initiatives matched to the district

8.  Communication Plan about the project for all stakeholders

9.  Evaluation Plan implemented and reported year-by-year 

10. Charitable Foundation and other external supports

11. Media and Community Relationships

12. Expert critical friends



--------------------------------------------------------------------------------------------------------------------
Observable Features of a Strong Adult Professional Culture 

1. Safety to take risks, be vulnerable in front of colleagues

2. Non-defensive self-examination of teaching practice in relation to student results

3. Constant use of data to re-focus teaching

4. Frequent teaching in the presence of other adults (Public Teaching) 

5. Constant learning about High-Expertise Teaching

6. Deep collaboration and deliberate design for interdependent work and joint responsibility for student results 

7. Commitment to implement “Smart is something you can get” in classroom practice, class structures, and school policies and procedures

8. Clarity and legitimacy in decision-making

9. Urgency and press

10. Honest, open communication and ability to have difficult conversations

11. Appreciation and recognition

12. Demanding and high standards for teaching expertise for all teachers. 



------------------------------------------------------------------------------------------------------------
How Leaders Build Trust and Strengthen Adult Professional Culture
Interpersonal Skills
“You cannot make demands on people you do not have a relationship with.” 
		-- Hargreaves
Bryk’s findings for what a leader does to build Relational Trust:
· Ensures staff gets to know one other as people
· Is present very frequently in halls and classrooms and has useful, short conversations with teachers 
· Shows vulnerability and makes it safe to make mistakes (this aims more broadly at faculty-wide ethos of non-defensive self-examination of practice in relation to student results)
· Demonstrates respect for differing points of view through active listening
· Goes the extra mile to show consideration of individuals beyond formal requirements 
· Is demonstrably competent
· No hidden agendas
· Keeps her/her word
· Shows integrity (strength to stand up for important values and commitments
consistently, e.g. children first) sincerity, and reliability

Overall…shows Vulnerability and Strength at the same time
--------------------------------------------------------------------------------------------------------------------
What leaders do to build any one of these norms: 

Say it – that you value and want to strengthen this norm. And say it again and again in many 
different ways and settings
Model it – so that people see you acting in congruence with this norm
Organize for it – create events, structures, times, groupings so as to induce and facilitate
	staff acting in congruence with the norm
Protect it – meaning preventing scapegoating of people who first step up and risk acting 	this way, and also preventing competing structures or demands from neutralizing the 
	efforts to build the norm
Reward it – meaning the people who act this way get recognition and tangible support from
you to continue, and they get it in ways that do not set them up for appearing to be your favorites

--------------------------------------------------------------------------------------------------------------------
A few other characteristics found repetitively in the literature on Adult Professional Culture about successful leaders:

· Manages decision-making so decisions have legitimacy, and makes decisions for the good of the whole (and the good of the students) 		
· Is not confused by the snowball effect of new mandates and initiatives. Can set limits and say “no.” 
· Maintains moral compass to do what is best for students
· Conveys urgency for students and willingness to deal with conflict	
· Models constant learning and participates in PD with teachers as a learner
· Shows gratitude, appreciation, and recognition. 
· Nurtures joint responsibility for student results.		


----------------------------------------------------------------------------------------------------------------------…the foundation and the sine qua non of schools that get results for all students.
STRONG ADULT PROFESSIONAL CULTURE

DEEP COLLABORATION
COLLECTIVE ACTION



Produces
Produces


---------------------------------------------------------------------------------------------------------------------------------------

Urgency and
Press

High and Demanding 
Standards for Teaching
Expertise
Data
Focus

Difficult
Conversations
Enables
Enables
Constant Learning
about H.E.T.
Builds
Builds
Builds


Public
Teaching
COMMITMENT TO 
EFFORT-BASED ABILITY 
Do Clear and Legitimate Decision-Making 
Leaders Consistently 
· Show demonstrable competence
· Have visible presence
· Get staff to know one another
· Have no hidden agendas
· Keep promises
· [bookmark: _GoBack]Show vulnerability and risk-taking
· Use a visible moral compass
· Throw-in as learner with staff
· Show respect for different points of view
 TRUST
-----------------------------------------------------------------------------------------------------------------------------------
Enables
Leads  to
Leads to
Leads to
Leads  to
Create Safety to Be
Vulnerable
Non-defensive self-examination 
of practice in rel.
to student results (thus,
error analysis &
re-teaching)
Appreciation 
& Recognition
Joint
Respon-sibility
for Student Results
Enables


So let’s get started:

Put together a “Guiding Coalition” or “Steering Committee” of credible insider-advocates who can help you pursue the change with:
   Focus
	 Force
                               Diligence  
			Data
			       Ingenuity
				       Moral Purpose	
        Courage

THEORY OF ACTION diagram

          Build Leadership
        Skills for Mobilizing
          Collective Action





              Align the operation of business,
          HR, Curriculum and Student Services    
        with the development of high-expertise 
 teaching.


                   Create a clear and accessible image of what the
        	      professional knowledge about good teaching
                 and learning looks and sounds like in all its complexity, 
   along with a common language and concept system 
   for talking about it.

                         Infuse the knowledge and skill
          into the levers of influence on teacher capacity.
              Employ and support a superintendent or groomed successor who is stable and able:
				Stable: on the job for 5+ years
				Able: can secure resources and community support
				          to carry out the plan. 
























Appendix A

THE BIG ROCKS OF HIGH-EXPERTISE TEACHING	
1. Content Analysis: Digging deeply into content during planning
2. Error analysis of student work to deliver re-teaching to those who need it     
3. Feedback and Criteria for Success
4. Making Students’ Thinking Visible		
5. Using a variety of cognitive strategies matched to content and students*
6. Attribution Re-Training and Student Agency to convince students of the 3 critical messages re: “Smart is something you can get”
· This is important; 
· You can do it;
· and I won’t give up on you.	
Effective Effort is what makes the difference.	
7. Building a classroom climate of community, risk-taking, and ownership
8. Cultural Proficiency and Relationship Building that make students feel known and valued		
9. Teaching thinking skills through high volume of student reading/writing and explicit embedded literacy instruction including non-fiction writing with complex sentences**
10. Direct vocabulary instruction and practice

* Appropriately using Activators, Summarizers, Checking for Understanding, Explanatory Devices like Modeling Thinking Aloud, Mental Imagery, Graphic Organizers, visual Representations….

** “Conjunctions for the Common Core” 
Students use “although, nevertheless, however, unless, if, because, in spite of, depending on, despite,” etc. with fluency and accuracy in speaking, writing, and making arguments. 




Skills Pertaining to Planning				
1. CONTENT ANALYSIS IN PLANNING
High Expertise Teachers dig deeply into their content as they are planning lessons. Thus they identify the most worthwhile learning targets (objectives) in the materials and make sure the students know what they are. The hierarchy of concepts within the content is outlined. Student misconceptions and points of difficulty are anticipated and provided for in the lesson because the teacher did the student tasks him/herself. They also make sure the learning experiences the students do are logically aligned with the learning targets (objectives) and that the assessment will give good data about student mastery. Finally, the criteria for success are carefully thought out and understood and used by the students. 

· Understand the hierarchy of concepts in the packages of the content
· Then, look at your materials in depth. Read it; do a few problems; try it out…
· Then, find out where your students are in the hierarchy so you can pick the most 
worthwhile objective
· Then, communicate it to your students in student-friendly language that also makes the learning seem relevant. 

2. ERROR ANALYSIS
High expertise teachers know how to study student work, all the way from standardized tests to work samples from yesterday’s class. They can analyze student errors and identify gaps in student learning. Thus skillful error analysis leads directly to re-teaching for those students who didn’t get it the first time around. 


Skills Pertaining to Instruction
3. FEEDBACK
High Expertise Teachers arrange for a constant flow of feedback to students on their performance. The feedback is non-judgmental and keyed to specific criteria the students are clear about. Thus the students can self-evaluate and use techniques they have been taught to set effective goals and plans of action to improve. They have exemplars of good performance to check in with and understand how the criteria are represented in the exemplars. 

4. STUDENTS THINKING VISIBLE
High Expertise Teachers make students’ thinking visible during class interaction by using a constellation of interactive skills. Thus there is a high degree of student talk both with the teacher and with one another about the content at a high level of thinking. The students are active thinkers with the content and the teacher gets a constant reading on who understands and who doesn’t. In turn, the students are required to become good listeners to one another and be active processors of information. 

5. COGNITIVE STRATEGIES (“Clarity”)
High Expertise Teachers have a repertoire of research-based cognitive strategies like visual imagery and modeling thinking aloud. These strategies, chosen to match the students, the curriculum and the content, make concepts and ideas clear and accessible to students. Thus when content needs re-teaching for students who didn’t get it the first time around, the teacher has alternative approaches to use. Learning experiences are framed by “activators” and frequent “summarizers.” Checking for understanding is constant.  

Skills Pertaining to Motivation
6. ATTRIBUTION RE-TRAINING
High Expertise Teachers convince students to believe in “effort based ability” instead of fixed ability. Thus they are constantly doing Attribution Retraining” and consistently sending the messages: “What we’re doing is important; you can do it; and I won’t give up on you” (tenacity and perseverance.)  These messages are sent through daily interactive teacher behavior, through class structures and routines, and through policies and procedures. These teachers take it upon themselves to teach the students explicitly how to exert effective effort and to welcome error as normative and an opportunity for learning. 

7. CLASS CLIMATE
High Expertise Teachers create a climate of community, risk-taking, and ownership among all their students. Thus the students know each other as people and have been taught the skills to cooperate and work as a team. The students feel safe to make mistakes and view errors as feedback, not judgments; thus they take academic risks and challenge themselves to do hard work.  And the students have voice and ownership in constructing the “rules of the classroom game.” They have ownership of their learning through self-scoring, self-evaluation, and goal setting with plans of action. 

8. CULTURAL PROFICIENCY AND PERSONAL RELATIONSHIP BUILDING
High Expertise Teachers make students feel known and valued. Thus they know about the students’ life and culture and show an interest in their activities and success. Artifacts, books, and curriculum experiences connect to the students’ culture. The unrelenting tenacity and high-expectations of teachers with low-performing students also becomes evidence to the student that the teacher thinks they are worthwhile.

Skills Pertaining to Literacy
9. READING AND WRITING
High Expertise Teachers make literacy an embedded priority. Thus regardless of their subject or academic discipline, they ensure a high volume of quality reading and writing about their content, and they scaffold the students’ entry into text. Of particular importance, they are assiduous at facilitating  “literate conversations” (Allington 2011) about the text and writing with complex sentences (Writing Revolution, Atlantic 10/2012.) 

10. VOCABULARY
High Expertise Teachers become committed and proficient in vocabulary instruction. Regardless of their academic discipline, they understand that the words and the concepts they represent are intimately related and indispensible to student learning, and that we make far too many assumptions about what words students understand. (Isabel Beck)
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