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Overview of Topic: Elements of Shared Leadership and Decision Making 



(10 minutes)

· Leadership Team

· Academic Team

· Discipline-based Team

· Study Groups

· Full Faculty

· (School Site Council)

Role of the Principal

· Shared decision-making

· Support for effective teams

· Instructional leader – modeling on-going learning

· Collaborative accountability

· Managing and monitoring the change process

Consensus Model

· Fist-to-Five: a way of establishing consensus and promoting on-going reflection and discussion if necessary.

Leadership Scenarios

1. The school you are working with has no leadership team.  Decisions about school direction are made solely by the principal and administrator.

2. The school has a leadership team, however it is used by the principal as an advisory board and a means of communicating principal-based decisions to the rest of the staff.  Meetings tend to be administrative and informational.

3. The school has a leadership team, however it is evident that not everyone in the school community has a representative voice on the team (e.g., no parents, no students, no members of certain faculty groups, no community members).

4. The principal is on board with Turning Points in theory, however, in practice the principal doesn’t model collaborative practices or the changed role of the principal (i.e., engaging in shared decision making, supporting effective teaming, instructional leadership, collaborative accountability, managing and monitoring the change process).  In fact, s/he often relies on the coach to perform some of these roles.

Using the Cycle of Inquiry Process to Explore a Topic

Set up four tables, each having one of the above scenarios posted so all can see.  Each table should also have at least 4 sheets of newsprint and markers.

Divide the large group into 4 small groups, with each small group sitting at one of the tables. 

All 4 groups begin with Step 1 (below) as a way of discussing the posted scenario.  After 10 minutes, ask each group to rotate to a different scenario.  They are to read the new scenario and the previous group’s notes from Step 1.  At this point, the groups are asked to do Step 2, building on the previous group’s work on Step 1.  After another 10 minutes, groups proceed to the 3rd scenario, read it and the two previous groups’ notes, and begin work on Step 3.  Do the same with Step 4.

After the rotation is completed, ask each group to post all the notes for the scenario.  The large group should take about 10 minutes to peruse (Gallery Walk) the notes.

Hold a general discussion about what strategies, outcomes, potential challenges, etc. were raised.

Cycle of Inquiry


Cycle of Inquiry Steps

1. What data/information would you gather to help you inform discussion about the issue?

2. Brainstorm all the possible ways you could use the data to enter into this conversation.

3. Choose 1 entry point and develop the coach’s action plan.  “How would I help the school develop an action plan?”

4. How would you measure the success of the action?  What information would you want to feed back to the schools?

Notes from the Coaches’ Institute Session 

The school you are working with has no leadership team.  Decisions about school direction are made solely be the principal and administration.

Step 1 (15 MIN)

What data/information would you gather to help inform the issue?

Brainstorm a list of as many sources and pieces of information as you can for this issue.

· Identify formal leaders and influential people

· Who are the decision makers?

· Are there any in leadership?

· How open is the principal to change?

· Policies of district

· Why are they involved with TP?

· Has this structure been in effect long?

· What are expectations of teachers?

· What is direction of school?

· Is it clear?

· Is it in writing?

· Is it widely known?
· Is this statement true? Where is the evidence?

· What is general climate amongst teachers?

· Is this a district culture?

· Is there a PTO or PTA or local school council?

Step 2 (15 MIN)
Brainstorm all of the possible ways that you could use the data to begin a conversation with “the school” on the issue.

· Educate through research on effective SLT’s

· Visits to other schools with SLT’s

· Utilize self-study data.

· Review vision, mission, and/or school improvement plan.

· Interview staff and principals

· Share data from principals/schools with SLT’s

· Short list of steps towards establishing SLT.

· Conversation with principal’s supervisor

· Use a group of teachers to analyze the data.

· Collect agendas, self-study, meeting notes

· Are there any functioning committees?

· Is there a school improvement plan?

· Are there faculty meetings/ team meetings?

Step 3 (20 MIN)
Choose 1 of the entry points identified in Activity B and develop the “coach’s action plan” 

How would you (the coach) help the school develop an action plan?

· Re-envision the mission statement in light of the TP program.

· Staff development for entire faculty on role/function of ILT. (dot activity ??? to clarify roles and responsibilities of all faculty members.) Determine selection criteria.

· Assist school in establishing ILT.

Step 4 (20 MIN)

How would you measure the success of the action?  What information would you want to feed back to the schools and how would you do that?

· Did they meet?  How often? Minutes? Agendas?

· Change in data?

· Team discussions on what happened in leadership meetings?

· Informal self-assessment? (Pre-Post)

SCENARIO #2

The school has a leadership team, however it is used by the principal as informal advisory board (so he/she can claim teacher input) and as a means for communication principal-based decisions to the rest of the staff.  Meetings tend to be administrative and informational.

Step 1 (15 MIN)

What data/information would you gather to help inform the issue?

Brainstorm a list of as many sources and pieces of information as you can for this issue.

· Hold meeting with principal and another with faculty.  Approach everyone on equal footing.

· Find out perspectives on community

· Meet with advisory board individually. How do they feel?

· Talk to teachers who are not on advisory board

· Find out the norms of leadership team

· Determine what types if decisions are being made

· Is the staff following through on decisions made?

· Through the principal, do a written assessment in a condensed format.

· What’s important?

· What’s critical?

· What’s not important?

· Ask: “Who makes the decisions here?”

· Work in something else that will not pose a threat.  Then go into issue.

Step 2 (15 MIN)
Brainstorm all of the possible ways that you could use the data to begin a conversation with “the school” on the issue.

· Agenda setting process

· Principal’s perspective and background

· Shared leadership

· How was team put together?

· Who is the team?  Who are the leaders of the school? (informal vs. formal)

· Self-study survey data (trend data)

· Past meeting minutes (patterns)

· What other ways are there to communicate administrative issues?

· Interview the team/teachers/superintendent (?)

· Other (overlapping) leaders?

Step3 (20 MIN)
Choose 1 of the entry points identified in Activity B and develop the “coach’s action plan” 

How would you (the coach) help the school develop an action plan?

· Find out norms of leadership team

· If written

· Observe meeting and see how norms are used

· Early conversation to allow team to make a “meaty” decision by principal

· Assist in finding one willing to “give up”

· Educating principal and faculty

· If s/he refuses, go to faculty and brainstorm what voice they want in school and how they want to accomplish this

· Approach principal via in-house facilitator

· Have a personal discussion over self-study data.

· Principal mentor--one who has strong leadership team

· Center director has “come – to – Jesus” talk with principal about need for active team or TP leaves the building

· Principal encouraged to “try” with “last right of refusal” over decision

Step 4 (20 MIN)

How would you measure the success of the action?  What information would you want to feed back to the schools and how would you do that?

· Did “meaty” decision happen in SLT?

· Did we identify in-house facilitator to talk with principal?

· Talk to the school’s “yenta”?

· Bottom line--Is there a functioning SLT by end of year?

SCENARIO #3

The school has a leadership team; however, it is evident that not everyone in the school community has a representative voice on the team (e.g. no parents, no students, no members of certain faculty groups, no community members)

Step 1 (15 MIN)

What data/information would you gather to help inform the issue?

Brainstorm a list of as many sources and pieces of information as you can for this issue.

· How did team originate?

· Who is currently on team?

· Who is not represented?

· Was this by choice, or were opportunities not offered?

· How frequently (and when) does team meet?

· What is school’s relationship with community?

· How empowered is team?

· How is team facilitated?

· Are there other teams? Ie, council?

· Are there connections between this team and others?

· What decisions has this team made thus far?  

· Were these decisions implemented?

· Were these decisions successful?

· Who did they affect?

· Is there acceptance (buy in, awareness) of this current team in the school?

· Does staff understand role of this team?

Step 2 (15 MIN)
Brainstorm all of the possible ways that you could use the data to begin a conversation with “the school” on the issue.

· Write questions about how the team operates

· Use benchmarks (Turning Points) to self-assess

· Include student input through organized student groups

· Evaluation retreat to determine improvement areas & strengths

· Use data charts – to focus discussion

· Through principal, discuss findings and observations of data

· Norm setting

· Begin conversations in interdisciplinary teams and flow to leadership teams

Step 3 (20 MIN)
Choose 1 of the entry points identified in Activity B and develop the “coach’s action plan” 

How would you (the coach) help the school develop an action plan?

· Use benchmarks within conversations make sure conversation is focused

· Additional meetings with other groups: parents, students, and other members of faculty

· Prioritize issues

· Present ideas to larger group

Step 4 (20 MIN)

How would you measure the success of the action?  What information would you want to feed back to the schools and how would you do that?

· Are parents, students, members of certain faculty groups and community regularly attending AND meaningfully participating?

· Does school leadership team have norm setting faithfully embrace and follow them?

· Second year study/survey to see if perception of participation has improved.

· Talk about something successful team has done.  Take staff through self study #1 & 2 (feedback)

Identify an Issue





Gather information


A





Identify possible solutions


B





Develop a plan of action


C








Evaluate/Assess
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