








Principle 1:
When Teachers Know What to Expect, They Perform

As leaders, we see teachers coming to work each day to make a positive
difference in the lives of their students. To do that job well, they know they have to
continuously learn and re-learn things that make them great teachers. Too often, however,
they start the school year eager to teach and learn, only to lose momentum, become
fatigued, get frustrated, and go into survival mode as the year progresses. Tragically,
brand new teachers sometimes decide to quit the profession.

Principle 1 focuses on helping teachers keep their beginning of the school year
momentum going in a positive direction. Principle 1 consists of four essential tactics that
leaders need to implement in order to recruit and select great teachers to work in their
schools:

Tactic 1: Hold High, Middle, and Low Performer Conversations with Teachers
Tactic 2: Use Peer Interviewing to Help Select New Hires

Tactic 3: Hold 30- and 90-Day Meetings with New Hires

Tactic 4: Round for Outcomes on Teachers

As previously mentioned, we borrow these strategies from Studer Group. They
represent the core elements for providing a support-focused environment where teachers
can continuously learn, apply, and achieve so that students in their classrooms are
learning.

These four tactics will be covered in Chapters 1 through 4. Chapter 1 recommends
that school leaders identify their high, middle, and low performing teachers and then do
what they can to bring their low performing teachers up to standard. Chapter 2 teaches
leaders how to create and implement a peer interviewing process that involves teachers in
the hiring process and lets teachers know what is expected of individuals hired to teach
with them.

Chapters 3 and 4 show school leaders that once they’ve hired a teacher, they
should continue to communicate with the new hire to make sure she has the tools and

equipment to do her job and to address any issues she encounters. We suggest that



teachers are more likely to become higher performers when they know what the school
leaders expect of them.

On pages 27 to 29 in Results That Last, Studer describes five critical elements
employees look for from their managers. His experiences and results with healthcare
organizations can help school leaders know what teachers expect of them. To get results
from teachers, school leaders should apply these five critical elements:

1. School leaders care about and value their teachers.

Teachers have the tools and equipment needed to practice the tactics.

School leaders give teachers opportunities to learn and/or re-learn the tactics.
School leaders recognize and reward teachers for their good work.

School leaders deal with low performing teachers and stop hiring more of
them.
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The bottom line? Where these critical elements are implemented and our 14
tactics are followed, leaders create a school culture where low performers simply cannot
survive. Teachers who fail to perform are forced to face consequences for that choice.
And ultimately, low performers, who can be so damaging to students and other teachers,
will either improve, quit, or be removed from classrooms.

Why use this framework? Because Studer has found that over 90 percent of
employees perform when they know what their leader expects from them and when the
leader practices the five critical actions employees want from their leaders.

The four tactics presented in Chapters 1 through 4 help leaders fulfill these
workplace desires and, consequently, get better results. For schools, that means students

are learning and parents are satisfied with their children’s learning experience.



Final Thoughts:
Connecting This Book’s Tactics to Evidence from
Business, Healthcare, and Education

Our goal with How to Lead Teachers to Become Great: It’s All About Student
Learning has been to transfer the leadership techniques developed by Jim Collins and
Quint Studer for the business and healthcare worlds, respectively, to the education world.
In it, we built off of their methods to create tactics that when implemented produce
improved student learning and improved parent satisfaction results.

We focused so heavily on the teachings of Collins and Studer because their work
in the world of leadership in development is second to none. Collins uses his
methodologies to show organizations how a focus on producing great leaders can take
their performance from good to great. And Studer teaches the healthcare organizations he
works with that a focus on producing great leaders can lead to results that last. Both of
these authors reinforce that great leaders create organizational cultures that are results-
driven and that run on consistency and coherence of goals, tactics, and measures.

Collins’ and Studer’s years of research and field experience show that it takes
more than charisma to become a great leader. It takes hard work and dedication. They’ve
found that great leaders intentionally create structures and processes that produce
transparent results in their organizations—results that create passion in their employees
and organizational cultures in which employees have purpose, do worthwhile work, and
make a difference.

Both Collins and Studer use the concept of a flywheel in their methodology. The
flywheel concept describes how businesses and organizations can move from a build-up
process—the time in an organization where everyone is working to achieve specific
goals—to breakthrough—the period when the goals have been achieved and the new goal
becomes to sustain achievement and reach higher goals—in order to produce evidence-
based results that are transparent to everyone—employees and customers alike.

In How to Lead Teachers to Become Great, we apply Studer’s organizational
flywheel, which he uses to create results-driven cultures in healthcare organizations, to
classrooms. Using evidence-based leadership and evidence-based classroom learning

frameworks, we explain how the organizational flywheel applies to school leaders as they



coach and support teachers—the ultimate goal being to produce improved student

learning and improved parent satisfaction results.
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The flywheel’s hub is based on three important principles—purpose, worthwhile
work, and making a difference. It reflects Studer’s belief that nurses and doctors enter the
healthcare profession because they want to make a difference in the lives of others. We
feel the same can be said of teachers entering the education field.

The three spokes on the flywheel, when applied to classrooms, include tactics,
results, and passion. In order to turn the flywheel, Studer teaches, leaders must put their
prescriptive “to-dos” into action, which are connected to what he calls principles.

In this book, we describe five principles and tactics associated with the
prescriptive “to-dos” on the flywheel. When school leaders consistently and coherently
apply the tactics, they are able to prioritize teacher support. These better-supported
teachers garner improved student learning results, create parents who are satisfied with
their children’s learning experience, and re-ignite a passion for learning in students
similar to the one they had on their very first day of school. Teachers, in turn, see that
their work has purpose, is worthwhile, and makes a difference in their students’ lives.

The tactics that make the flywheel spin for school leaders and teachers are derived
from evidence-based classroom learning techniques based on several methodologies:
Studer Group’s evidence-based leadership in healthcare, the practices that Collins

determined move companies from good to great and keep them there, several significant



studies and practices in education, which link to decades of research, and our own
experiences in education.

School leaders need to apply these tactics to recruit, select, coach, and support
teachers in their efforts to be great at what they do every day in the classroom. The
measures for applying the tactics are student learning and parent satisfaction results at
each school.

When the flywheel spins, teachers shift from “hit and miss” student results in
compliance-driven classrooms to student “results that last” in performance-driven
classrooms. Unfortunately, students in compliance-driven classrooms fail to sustain
learning gains because teachers must focus on what they feach instead of what students
learn.

Performance-driven classrooms are supported by the Black and William study,
which shows that students of teachers in these classrooms have higher standardized
student achievement gains. The study findings indicate that the effect size was equal to a
one standard deviation move up on standardized achievement tests—a remarkable
increase.

However, students in performance-driven classrooms achieve “results that last”
because teachers focus on what students are learning. Teachers communicate and
demonstrate learning targets, let students practice, coach them as they are practicing, and
assess them once they have had every opportunity to learn. When these tactics are
consistently and coherently applied and school leaders provide the necessary support, the
teachers who use them become great teachers. And great teachers produce great student
learning results year after year.

The most effective school leaders know that teachers are the most important force
affecting student learning. Therefore, accountability systems work well only when district
and school accountability measurements directly connect to what teachers do with
students and their parents. That’s why in this book we focus on what school leaders need
to do to coach and support teachers to become great.

A school leader’s number one priority each day should be to help the teachers at
his school achieve desired student learning results and to create a learning environment

for students that is satisfactory to parents. Accountability for student learning specifically



falls on the teacher. When goals are made to improve educational systems, the tactics
used to reach those goals need to connect to what teachers do each day and provide
teachers with the support that will allow them to do the best job possible.

The 14 tactics presented in this book do just that. They are supported by evidence-
based leadership and evidence-based classroom learning frameworks, which provide the
methodology needed to move teacher performance from good to great. The shift begins to
occur when school leaders recognize that great schools are the result of the great teachers
who teach in them. A school leader’s priority must be to recruit, retain, coach, and
support great teachers.

Rarely do leaders spend the time necessary to determine what it takes to build
greatness. When school leaders elect to jump off of the latest district education
bandwagon and instead start applying the tactics we’ve laid out in this book, their
teachers have the opportunity to vastly improve, enjoy renewed purpose, feel more
worthwhile, and realize the difference they make in the lives of every student they teach
and every parent they contact.

How to Lead Teachers to Become Great covers tactics that empower school
leaders across the country to help their teachers become great and in turn improve student
learning results and parent satisfaction results. We hope readers will embrace these
tactics by coaching and supporting their teachers as they learn to apply the tactics in their
classrooms.

What we do as school leaders to support teachers influences the way teachers
connect with their students. These tactics show leaders what they can and should expect
from their teachers and what teachers can and should expect from them. Working
together, we can all help students learn that they have purpose, can do worthwhile work,

and make a difference in the lives of others and the world we live in.



Appendix 2
Results from Teacher Learning Pilot Group Study

Over the past two years, we piloted the implementation of the 14 tactics covered
in this book in several high need schools in the Escambia County School District in
Pensacola, Florida. As part of one of our programs, we targeted 20 elementary school
teachers in the district’s highest need schools, which were labeled struggling schools. A
breakdown of the demographics of these teachers’ students is provided in Figure 1.

The feedback from the teachers who participated in this program provided us with
invaluable insight into how best to further develop and implement the tactics.

We would like to thank all of the teachers who participated for the difference they
make each day in the lives of their students. We would also like to thank the state of
Florida Department of Education and the organization’s bureau chief, Kathy Hebda, for

supporting the teachers with grant funding for their professional development.

DEMOGRAPHICS OF PARTICIPATING ELEMENTARY SCHOOLS

Semmes | Spencer Bibbs Montclair Warrington
School Grade 01-D 01-D 01-C 01-C
. 02-D 02-D 02-C 02-C
for Past Five 03-C 03-C 03-C 03-C
Years 04-D 04-D 04-D 04-C
05-F 05-D 05-D 05-D
06-F 06-D 06-F 06-C
% of Students
on 95.29% 97.8% 98% 87.6%
Free/Reduced
Lunch
% of Minority 95% 97.8% 92% 64.2%
Students
Teacher 01- 01- 01- 01-
T 02- 02- 02- 02-
urnover 03-15% 03-43% 03- 03-8.7%
Rate for Past 04-27% 04-20% 04- 04-
Five Years 05-27% 05-24% 05- 05-16%
# of
Principals for 2 2 2 1
Past Five
Years

Figure 1



Summary of Results from the Pilot Group Study

Twenty teachers in high need schools in the Escambia County School District in
Pensacola, Florida, completed a six-month teaching academy called the Teachers Teach,
Students Learn Academy (TTSLA). The teachers worked in teams with an assigned
coach, who was not a teacher at their school. The coaches attended all training events
with the teachers, rounded on the teachers, guided the development of their 30-Day Plans
(Chapter 8), completed a coaching probe with them in their classrooms (Chapter 14), and
met with the team to reflect on what they had observed.

The teachers and coaches attended informational and training meetings with the
group and their coach. Also, the coaches had one-on-one meetings with the teachers.
They attended a week-long summer institute that focused on helping them become
successful during the first 30 days of school, and they attended three day-long
professional development sessions with education experts.

The Academy included content and opportunities for them to practice what they
had learned on classroom rules and procedures, classroom assessments, and literacy.
They also completed their 30-Day Plans following the format described in Chapter 8.
Essentially, they created 30-day learning targets with aligned weekly targets and
determined how they were going to assess student learning. The teachers then
implemented their 30-Day Plans during the first month of school. During those 30 days,
their coaches continued to round on them and also completed coaching probes using the
Coaching Probe Tool, which is part of the coaching process described in Chapter 14. The
teachers used the AIDET approach, described in Chapter 5 of this book, to connect with
their students’ parents and administered a parent survey at the end of the 30 days. Each
teacher had two 30-day learning targets, one associated with classroom rules and
procedures and a second that focused on developing a particular literacy skill, which
varied by each team of teachers.

At the program’s completion, we gathered data to determine student learning
results, parent satisfaction results, and teacher satisfaction results. Read on for a summary

of our findings.



Student Learning Results

Student results data, collected during the final assessment of the first 30 days,
were reported by 18 of the 20 teachers. One non-reporting teacher did not have a class
during the first 30 days. She rotated from class to class to assist students in various
classrooms. The other non-reporting teacher was moved from one grade to another
because of the decreased number of students in the grade she was teaching at the time. It
is also important to note that about one-half of the participating teachers did not receive
their district required classroom reading books and materials at the beginning of the
school year and still had not received them at the end of their first 30 days.

When debriefing the 20 teachers, many commented that they spent a lot of time
during the first 30 days teaching, re-teaching, and assessing classroom rules and
procedures. They also spent a large portion of time diagnosing the learning capabilities of
each of their students in order to create baseline measurements that could be used to
develop and implement 30-Day Plans in various content areas. Naturally, students came
into their classrooms at various learning levels.

After attending the Academy, they saw great value in beginning instruction at a
student’s learning level rather than at his or her “grade” level. The teachers stressed they
spent valuable time during the first 30 days to gather data to determine each of their
students’ beginning learning point.

We believe that they were able to see the value in gaining an initial “good”
measurement because they were focused on helping their students achieve the 30-day
learning target. In other words, to get to the end, they had to know where to begin. The
teachers’ concentration on the 30-day learning target helped them focus on student
learning rather than on what they were teaching.

Also, they assessed student compliance with the classroom rules and procedures.
They commented that regularly communicating, teaching, practicing, and assessing
classroom rules and procedures afforded them a well-managed classroom. All teachers
reported that they felt confident in their ability to manage their classrooms and reported
that the professional development they received in the Academy helped them achieve

better-managed classrooms.



They also reported results from the implementation of their 30-Day Plans. The

teachers reported data on two questions.

1. Did your students hit your 30-day rules and procedures goal?
* 100% of students in the teachers’ classrooms achieved the goal

2. Did your students hit your 30-day literacy goal?

* 100% of students achieved goal 6 teachers
*  96% of students achieved goal 1 teacher
* 80% of students achieved goal 1 teacher

*  70% to 75% of students achieved goal 3 teachers
*  60% to 67% of students achieved goal 7 teachers
Parent Satisfaction Results

Teachers used the AIDET approach to call their students’ parents. They informed
the parents that they would be sending a 30-day parent satisfaction survey to them to
complete. The first 30-day results provided baseline data for teachers, as shown in Figure
2. We established a very challenging goal, which was for the teachers to receive the
highest rating, a 4, for questions 1, 2, and 3 from 70 percent of the parents.

The teachers reported remarkable results. During the first 30 days, 70 percent of
the parents responded with the highest rating for the first two questions and 68 percent
for the third question. We believe that the AIDET approach and the 30-Day Plan helped

teachers get these initial high marks.

Strongly Disagree Agree Strongly Agree

Disagree

Overall, I am satisfied with my child’s experience 1 59 138 (70%)
at school.

I believe that my child is learning this year. 2 57 138 (70%)
I feel comfortable with my child’s teacher. 1 1 52 135 (68%)
So far, this is the best year my child has had in 1 4 75 114 (58%)
school.

Figure 2

Teacher Satisfaction Results
Our goal was for at least 80 percent of the teachers to rate their experience in the

Academy at the highest rating. We administered a survey at the end of the program and




100 percent of the teachers rated their experience a “5.” At the end of six months, we
asked the teachers to complete the survey in Figure 3 to rate their experience with the
Teachers Teach, Students Learn Academy. We reached our goal with every question
except one: “I have the materials and equipment to do the task right.” We discovered
from our debriefing discussions and the coaches’ rounding feedback that some groups
lacked the instructional literacy resources needed to carry out their 30-Day Plans.

Prior to the school year, the teachers received funds to create a classroom library,
and the grant covered an instructional materials fee for the Academy materials. We
elected to re-allocate some of the materials fee to purchase additional literacy resources,
which aligned more with the learning level of the students in their classrooms. The need
for these materials became clear to the teachers as they implemented their 30-Day Plans.

We discovered that teachers were more excited about receiving the materials for
their classrooms than they were about receiving a stipend for their time in the Academy
and their first 30 days of instruction. That said, we strongly believe that the small stipend
the participating teachers received was well earned and well deserved for the worthwhile

work they completed and the results they achieved.



The teachers responded to the survey questions below by selecting one of the ratings:

5 This aspect of the Academy is the best possible.
4 This aspect of the Academy is of high quality but could be better.
3 This aspect of the Academy is acceptable.
2 I am more dissatisfied than satisfied with this aspect of the Academy.
1 I am dissatisfied with this aspect of the Academy.

5
I know what is expected of me in the Academy. 20 (100%)
I have all the materials and equipment to do the 15 (75%)
task right.
I receive praise and recognition from my coach for 20 (100%)
good work.
My principal recognizes and praises my good 16 (80%)
work.
I receive feedback from my team members to help 18 (90%)
me improve my practices.
In my team, my opinions seem to count. 16 (80%)
Belonging to the Academy makes me feel that my 20 (100%)
job is important.
My team is committed to doing quality work. 18 (90%)
I learned something that will help me improve. 20 (100%)
I learned something that I can apply in my 20 (100%)
classroom.
I believe that when I apply what I have learned I 20 (100%)
will improve student performance.
The Academy was well organized. 19 (95%)
I would recommend the Academy to other 20 (100%)

teachers.

Figure 3



If you’ve enjoyed your glimpse at How to Lead Teachers to Become Great,
here’s how you can order the actual book!

How to Lead Teachers to Become Great
(Studer Group, LLC, ISBN: 978-0-9840794-3-8)

Orders may be placed:
Online at: www.firestarterpublishing.com
By phone at: 866-354-3473
By mail at: Fire Starter Publishing

913 Gulf Breeze Parkway, Suite 6
Gulf Breeze, FL 32561

(Bulk discounts are available.)





