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Lessons in School Change

Changing the way schools work is a
complex business, requiring flexibility,
collaboration, and effective instruc-
tional programs. As KU-CRL tackles
more projects with the goal of school-
wide improvement in mind, we are
learning much about what schoolwide
improvement is and one thing it is not:
A one-size-fits-all approach to school
improvement will not meet the needs
of every school and ultimately will not
bring about the kind of changes needed
to improve learning experiences for stu-
dents. Here, three KU-CRL researchers
share lessons they have learned as they
explore what it takes to be successful in
schoolwide change.

e Keith Lenz talks about the Content
Literacy Continuum as a framework
for school improvement. Several
schools across the country have
adopted CLC.

e Jim Knight discusses aspects of his
widely used instructional coaching
model, which he has used success-
fully across all middle schools in the
Topeka, Kan., school district. The
model has been replicated in Mary-
land, as well.

* Barbara Ehren describes the collab-
orative coaching model that is evolv-
ing as Virginia’s State Improvement
Grant moves toward statewide CLC
implementation.

Each of these projects plays out a little
differently, but all contain common ele-
ments and address common concerns.

CLC: LITERACY-CENTERED SCHOOL
IMPROVEMENT

Many schools and school systems are
adopting KU-CRL’'s Content Literacy
Continuum as a framework for school
improvement. The continuum encom-
passes five levels of literacy support
that should be in place in every school.
The levels describe increasingly inten-
sive instruction and services to support
student learning.

For schools, the process of adopting
CLC begins with an exploring phase
during which CLC teams help schools
understand what it means to be ready
for the significant changes required of
schoolwide improvement. The teams
begin to look at what services, instruc-
tion, and programs are already in place
in a school, identifying holes that need
to be filled.

Questions at each level guide these
discussions. Knowing that background
knowledge and vocabulary are criti-
cal to learning at Level 1, for example,
what is the school doing to make sure
students who don’thave adequate read-
ing skills are still able to acquire that
knowledge?

The continuum emphasizes coor-
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dinated, coherent services and
programs cutting across levels
and content areas.

“Coming up with a thousand
and one literacy activities is not
addressing literacy,” Keith says.
“Whatit’s doing is giving lots of
activities without reinforcing a
way of attacking specific learn-
ing challenges.”

Likewise, the CLC philosophy
is that designing one or two
courses focused on improving
literacy skills does not constitute
a literacy program.

“Kids who participate in those
classes don’t get sufficient prac-
tice to build on those strategies.
They need it reinforced across
the curriculum,” he says.

INSTRUCTIONAL COACHING: ON-SITE
PARTNERS

The instructional coaching
model that Jim has studied
and developed over the past
decade defines an instructional
coach as an on-site professional
developer who partners with
educators to identify and assist
with implementation of proven
teaching methods.

Jim’s work as a professional
developer greatly influenced his
interest in instructional coaching
as a means of increasing teach-
ers’ use of effective instructional
practices, such as SIM.

“My life’s work really has been
about how do you get teachers
to use this. I could see results
and wanted to get it in people’s
hands,” Jim says. “What I found
was the more forceful I was in
working with teachers, really the
less effective I was.”

The instructional coaching
approach, rather than mandat-

Barbara Ehren

ing teacher use of new materials,
focuses on building relation-
ships with teachers. The model
is based on the partnership prin-
ciples identified in Jim’s Partner-
ship Learning work: Teachers
are equals and have a voice in
professional development and
adopting new instructional
methods.

(Learn more about Partner-
ship Learning and download the
Partnership Learning Fieldbook
at www.kucrl.org/ partnership)

Instructional coaches on Jim’s
projects work with teachers
within a framework they refer
to as the Big 4: Behavior, con-
tent, instruction, and forma-
tive assessment. Addressing
behavior is key, they find, to the
success of the three other com-
ponents.

“Our thinking is if you get
those four things in place, you've
probably got a good classroom,”
says Jim.

VIRGINIA STATE IMPROVEMENT GRANT:
A DISTRIBUTED APPROACH TO COACHING
In Virginia, two demonstration
sites consisting of two schools
each are implementing CLC. At

the same time, the project team is
preparing to take CLC statewide,
recognizing that a one-size-fits-
all solution is impossible.

The team uses the Concerns-
Based Adoption Model (C-BAM),
a powerful set of tools to manage
the process of change facilitation
and promote systematic decision
making.

Building on Jim’s work, the
team uses a modified approach
to instructional coaching to help
educators throughout the par-
ticipating schools learn and use
new instructional methods.

“We really like to think about
it as differentiated coaching in
the same way we talk about
differentiated instruction for

Jim Knight

kids,” Barbara says. “We talk
about different models for dif-
ferent schools with different
resources.”

There are, however, some
“non-negotiables,” components
that the team agrees are impor-
tant and should be in place—pro-
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viding consistency and coher-

ence from school to school:

1. Coaching is a component
in high-quality professional
development, not a separate
entity.

2. Professional development
occurs in phases. Coaching
occurs during the phases of
professional development
referred to as Do It, Refine
It, and Use It. The team does
not think about coaching as
a replacement for the initial
pedagogy of learning a new
instructional method.

3. Coaching in some form is for
everyone, including adminis-
trators and change facilitators.
It is not a remedial endeavor.

4. Teachers may need different
things at different times from
different people with varied
expertise.

COMMON COMPONENTS
Despite differences in the
three school improvement
approaches described
above, they all contain
elements that KU-CRL has
found to be essential to the
success of school change.
Among these are effective
instruction, choice, values,
and communication.

Effective instruction. A
strong focus on effective
instruction—from instruc-
tional coaching’s Big 4
to Virginia’s differenti-
ated instructional protocols—is
a common emphasis among
KU-CRL’s school improve-
ment projects. KU-CRL's recent
research suggests that building
a strong instructional “core”
yields greater positive results

= Outcomes

College
= Readiness

and
Postsecondary
Success

Figure 1
CRITICAL VALUES FOR SYSTEM CHANGE
SHARED...
VISION H KNOWLEDGE H LEADERSHIP
Instructional System Learning Infrastructure Improved
Core + Supports + Supports -
Standards-Informed
Curriculum Planning Flexible Scheduling
Connected Courses & Progress Time for Teacher
Coherent Learning Monitoring Learning and
+ Planning
Continuum of Collaborative +
Problem Solving Extended Learning
Literacy Instruction ————— Time
nstructional
Motivation Strategies Coaching Behavioral
Supports
Engaging Instructional Professional
Materials & Activities Leaming Smaller Learning
Student-informedt MRS
Teaching

\

RESPONSIBILITY H EvaLuaTION H ACCOUNTABILITY ]—/

...THAT RESPECTS THE INDIVIDUAL IN THE SYSTEM

for students.

The instructional core (shown
in Figure 1) encompasses such
components as motivation/
behavior supports, aligned
instruction, connected courses
and coherent learning, student-

Keith Lenz

informed teaching, and a con-
tinuum of literacy instruction.
“We begin to really see the
effects of the changes when we
get to the instructional core,”
Keith says. “We can putin all the
infrastructure changes we want,

we can put in all the systems for
learning, but unless we focus on
the quality of instruction in the
classroom, we’re probably not
going to see the kind of academic
changes that we want to see.”
Secondary to the instructional
core but still important
to school improvement
success are infrastruc-
ture changes (flexible
scheduling, planning
and professional devel-
opment time, extended
learning opportunities,
for example) and system
learning supports (data-
based decision making,
collaborative problem
solving, instructional
coaching, and other sys-
tems that allow a school
to learn). These compo-
nents are necessary to
create the context and support
system for change.
Foundational to the success
of instructional core change
is the support of an instruc-
tional leader. That role, says Jim,
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belongs to the school principal.

“If the principal is not the
instructional leader, it's going
to be tougher to make it happen.
You really need that principal,”
he says.

Choice. Choice is another
common concept embraced by
all three researchers. Schools and
educators in these project choose
professional development and
improvement goals matched to
their own needs.

“You have to give schools
choice...based on their unique
characteristics, their culture,
the centers of expertise within a
building. Maybe it’s the science
department that takes leader-
ship; maybe it's language arts,”
says Keith.

Working with schools in this
way promotes the cultural shifts
needed for successful change in
secondary schools, in contrast
to a top-down mandate for
change.

In Virginia, project staff
acknowledge that a single profes-
sional development or instruc-
tional coaching model likely
will not meet the diverse needs
of participating schools. Thus,
active involvement of schools
helps shape the look of profes-
sional development opportuni-
ties, including how instructional
coaching is carried out, selected
to meet project goals.

“We’re going to take our
lead from the school to design
instructional coaching proto-
cols,” says Barb. “We have some
opportunities in Virginia that are
perhaps different than in other
states as well as different chal-
lenges.”

The emphasis, she says, is on

Keith Lenz, Jim Knight, and Baroara Ehren shared lessons they have
learned about school improvement during a session at the 2006
Infernational SIM Conference. You may purchase o DVD of their
presentation, Moving Schools Forward with CLC and Instructional
Coaching. Complete this form and send it with your payment
information 1o KU-CRL, 1122 West Campus Rd, Room 517, Joseph R.
Pearson Hall, Lawrence, KS 66045-3101.

Naome:

Address:

City:

Stote: /IP:

QO  Moving Schools Forward DVD S10 (includes shipping &
handling)

Total enclosed: $

O Check (payable to KU-CRL; enclosed)

Q Purchase Order #:

Q Credit Card # (VISA or MasterCard):

Q Personal Cad QO  Business Card

If Business, Name of Institution:

Expiration Date:

Signature Authorization:

making use of existing resources
within a school, then refin-
ing, shaping, and negotiating
changes to develop protocols
that make sense to all those
involved.

Values. Shared values can
help smooth the path as schools
embark on large-scale change
initiatives. In the CLC projects,
a set of values topped by respect
for teachers and their experience
defines the relationship between
teachers and the system.

CLC projects promote a
shared vision, shared knowl-

edge that leads to individual
learning, shared leadership,
shared responsibility that shapes
individual planning and action,
shared evaluation, and shared
accountability that motivates
individual action.

Similarly, Jim’s instructional
coaching model is founded on
six principles of partnership:
¢ Equality, to promote relation-

ships among coaches and

teachers as equals
* Choice
¢ Voice, to provide opportuni-
(continued on page 7)
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in the Classroom

On the following pages are two
sample Tic-Tac-Toe game boards.
Omne (below) contains targeted words
for students to dissect. The other
(page 6) contains DISSECT steps
for verbal practice.

Procedure:

1. Make overheads of one of
the game boards. Display the
overheads on a screen or white
board surface. (You also can
print blank tic-tac-toe boards
on card stock, laminate them,
and use a wipe-off marker
to write in specific items for
partner practice.)

2. Divide the group into two
teams (one student could be
assigned as score keeper).

3. Assign one group to be the
“X” team and the other to be
the “O” team.

4. Determine which team will
go first for game No. 1 (then
the other team goes first in the
second game, and so on.)

5. Call on the first team to decide
as a group which space on
the board they want to try to
earn (for example, lower right,
middle left, center.).

6. The team then must answer
or respond to the information
in the square. For example, if

WOoRD IDENTIFICATION
TIC - TAC - TOE

SusMiTTED BY KATHY BoYLE-GAsT,
SIM PROFESSIONAL DEVELOPER,

ATHENS, GEORGIA

the square contains a letter
of the mnemonic DISSECT,
the team must explain that
step completely to get its “X”
or “O” written on the game
board (use a wipe-off marker).
If the square contains a word,
team members must “think
out loud” and use DISSECT
to determine the word. (See
the example board below for
ideas. Of course, you want

to provide words that your
group of students cannot
recall automatically so that
they have to use DISSECT to
accomplish this task).

. Proceed taking turns until one

team gets Tic-Tac-Toe (three
Xs or Os in a row) and wins
that round. If the responses
result in a tie, begin another
game round.

Sample Tic-Tac-Toe game board: Words to DISSECT

preconceive inappropriate alternator
recreation disappointment micromanage
paraprofessional interaction mistaken

Kathy Boyle-Gast, Athens, Georgia
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Kathy BovLe-GAsT, ATHENS, GEORGIA
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Rules of
T Twos and 5
Threes
Say the 5
S | short vowel
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Continued from page 4

ties for participants to express
their points of view
¢ Reflection, to allow partici-
pants to consider ideas before
adopting them

¢ Dialogue, to arrive at mutu-
ally acceptable decisions

e Praxis, to enable individu-
als to have more meaningful
experiences through practical
application of learning.

Jim encourages those involved
in school change projects to con-
sider whether these principles
reflect their own.

“Even if you don’t embrace
the principles, work through
what you do believe,” Jim says.
“You need to know what your
principles are.”

Communication. In many ways,
the success of school improve-
ment projects rests squarely
on how well individuals and
groups communicate. Coaches,
Jim says, change the way teach-
ers teach and change the culture
of the school one conversation
at a time.

“They have to have some
pretty powerful communication
skills to pull that off,” he says.

Coaches tread a delicate line
between establishing close rela-
tionships with teachers and
maintaining enough detach-
ment to enable them to make
solid professional development
decisions.

One method they have used
effectively is the “show, don’t
tell” approach to professional
development. Coaches often
visit classrooms and present
lessons—teaching students a
lesson while showing teachers
how to apply a new instructional
method to their own material.
In interviews with 13 teachers
who had worked with coaches
in this manner, Jim says their
No. 1 observation was, “It wasn’t
until she came in my classroom
and showed me how that I real-
ized I could do it. When she did
it with my kids, I knew I could
do it too.”

Part of the balance for instruc-
tional coaches means clearly
separating the role of coaches
from the role of administrators
to supervise or evaluate.

“We have to keep principals
informed, but we do so in a
way that honors and respects
the collegiality of the coaching
relationship,” Barb says.

Consequently, project teams
pay close attention to language
choices used in describing coach-
ing to teachers and administra-
tors: Coaching is collegial, not
supervisory. Coaches coach;
administrators monitor and
supervise. In Virginia, coaches
make classroom “visitations,”
not “observations.”

STRATEREADERS
The StrateReaders book club is now reading Data Wise, A Step-
by-Step Guide to Using Assessment Results to Improve Teaching and
Learning by Kathryn Parker Boudett, Elizabeth A. City, and Rich-
ard J. Murnane. The club’s final selection for May and June will be
Leadership and Sustainability by Michael Fullan.
Join the discussion at http://stratereaders.kucrl.org

KU-CRL CALENDAR

June 19-22, 2007

SIM Reading and Writing Strategies
Contact: Mona Katz or Kathy Schmidt
(cri@ku.edu | 785.864.0626)

June 19-22, 2007

More SIM Strategies

Contact: Mona Katz or Kathy Schmidt
(cri@ku.edu | 785.864.0626)

August 6-8, 2007

Instructional Coaching Institute
Contact: Kathy Schmidt or Mona Katz
(cri@ku.edu | 785.864.0626)

August 9-11, 2007

Coaching Classroom Management
Contact: Kathy Schmidt or Mona Katz
(cri@ku.edu | 785.864.0626)

October 10-12, 2007

Instructional Coaching Institute
Contact: Kathy Schmidt or Mona Katz
(cri@ku.edu | 785.864.0626)

October 14-17, 2007

Instructional Coaching Conference
Contact: Kathy Schmidt or Mona Katz
(cri@ku.edu | 785.864.0626)

for the Alumni Association)
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