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The Turning Points Design for Transforming Middle Schools
Turning Points is a New American Schools design for comprehensive middle school reform coordinated by the Center for Collaborative Education (CCE) in Boston Massachusetts.  It focuses on creating a professional collaborative culture and using data-based inquiry to improve teaching and learning for all students.  Turning Points seeks to create high-performing schools, especially those serving high percentages of low-income students and students of color.   The design is driven by one overarching goal—ensuring success for every student.  

Based on twelve years of research and practice in urban, rural, and suburban middle schools across the country, Turning Points helps middle schools to strengthen their academic core and to create caring and challenging learning communities that meet the needs of young adolescents.   The design grew out of the seminal Turning Points report issued by the Carnegie Corporation in 1989, which concentrated on the considerable risks adolescents face as they reach the “turning point” between childhood and adulthood. The report identified two critical issues that contribute to the academic failure of many adolescents:

· A mismatch between the school’s organizational structure and curriculum and the intellectual, social, emotional, and physical needs of adolescents

· An unfounded assumption that middle school students are not capable of critical, complex thinking

The report recognized the need both to strengthen the academic core of middle schools and to establish caring, supportive environments that value adolescents, ensure a significant adult relationship for every student, and promote mental health and fitness.  To address these critical issues in a comprehensive way, Turning Points middle schools commit to a multiyear, systemic change process based on seven principles
: 

1. Teach a curriculum grounded in rigorous, public academic standards for what students should know and be able to do, relevant to the concerns of adolescents and based on how students learn best.

2. Use instructional methods designed to prepare all students to achieve high standards and become lifelong learners.

3. Staff middle grade schools with teachers who are expert at teaching young adolescents, and engage teachers in ongoing, targeted professional development opportunities.

4. Organize relationships for learning to create a climate of intellectual development and a caring community of shared educational purpose.

5. Govern democratically through direct or representative participation by all school staff members, the adults who know students best.

6. Provide a safe and healthy school environment as part of improving academic performance and developing caring and ethical citizens.
7. Involve parents and communities in supporting student learning and healthy development.
Keeping the Focus on the Learner

A Turning Points school focuses all of its attention on how to better educate young adolescents as they reach the "turning point" between childhood and adulthood.  In no other period of education can one find such a wide range of cognitive, physical, and social development among students.  During these years, students begin to perceive the larger world around them.  Cognitively, middle school learners are moving from thinking concretely to reasoning about abstract concepts.  Young adolescents are making choices that have long-term consequences for their education and well-being. The challenge for middle schools is to engage young adolescents in significant learning and prepare them for the independence and responsibility necessary for being lifelong learners, citizens, workers, and family members.  

Studies on brain development demonstrate that early adolescence is a critical threshold during which one’s capacity to think critically and reason logically is shaped by the learning experiences one encounters.  Many young adolescents have difficulty making the transition to more abstract thinking and require intensive instruction and support around comprehension skills. (Bransford, 1999)  

Beyond academic performance, the recent spate of school violence and the preponderance of adolescent depression and suicide point more than ever to the need to create supportive learning environments, particularly in the middle grades.  “There is a crucial need to help adolescents at this early age to acquire a durable basis for self-esteem, flexible and inquiring minds, reliable and close human relationships, a sense of belonging in a valued group, and a way of being useful beyond one’s self” (Jackson and Davis, 2000, p.ix).

Young adolescents are ready to be challenged to contribute in significant ways to society.  With a growing awareness of the world outside the family, students at this age need to be asked to make a difference.  The work they do in school should have intellectual depth and authentic purpose.  Rather than seeing students’ need for social contact and their physical energy as liabilities, good middle schools harness these qualities for learning.  Every student brings unique gifts and experiences, and a capacity for learning.  It is the challenge of the middle school faculty to create the learning environment that will allow each student to flourish.

By fostering collaboration among faculty and focusing sustained professional conversation on student work, student learning, and teaching practice, Turning Points helps middle schools to achieve the challenging, but all-important vision of ensuring success for every student.

The Six Turning Points Practices

Six practices translate the Turning Points principles into action in each school and throughout a network of Turning Points schools in a district.  Within each area of practice, teacher teams, organized by grade-level, a school leadership team, and faculty study groups, engage in collaborative work:

· Improving Learning, Teaching, and Assessment for All Students: working collaboratively to set high standards; closing the achievement gap among students; developing curriculum that promotes habits of minds and intellectual inquiry; utilizing a wide range of instructional strategies and approaches; emphasizing the teaching of literacy and numeracy.

· Building Leadership Capacity and a Professional Collaborative Culture: creating a democratic school community; fostering skills and practices of strong leadership; establishing regular common planning time; embedding professional development in the daily life of the school.

· Data-based Inquiry and Decision Making: setting a vision based on the Turning Points principles; collecting and analyzing multiple sources of data to help improve areas that most impact learning, teaching, and assessment; setting annual measurable goals.

· Creating a School Culture to Support High Achievement and Personal Development: creating structures that promote a culture of high-quality learning and teaching; establishing small learning communities; eliminating tracking, lowering student-teacher ratios, and building parent and community partnerships.

· Networking with Like-minded Schools: participating in network meetings, summer institutes, and forums; visiting other Turning Points schools.

· Developing District Capacity to Support School Change: building district capacity to support whole school change; collaborating with the district to pursue means of flexibility and autonomy that allow the school to become more innovative.

Before a school faculty chooses to adopt the Turning Points design, it is critical that they engage in research and discussion on Turning Points and other reform models. As a part of this exploration process, regional center staff make presentations and lead discussions about the design with an opportunity for teachers to ask questions. The school must commit to having the following structures in place within the first month of beginning the Turning Points initiative:

· Common planning time

· Scheduled time for professional development (including summer)

· Representative Leadership Team

· Full faculty meeting time  

At the end of the exploration, a faculty vote is taken, with 80% approval required for joining the Turning Points network.

The Turning Points Design for middle school change is not a lock-step process.  Rather, the Turning Points design for middle school change calls for schools to commit to work with Turning Points staff to develop a comprehensive plan of action that addresses the six key practices over several years.  Each school’s plan considers its unique context, needs, and priorities.  While engaged in specific strategies to move the school forward, the school must return frequently to the principles and reflect on the whole design in order to stay connected to the vision and the long-term plan for change.  Turning Points schools engage in ongoing assessment of progress, including an annual assessment using the Benchmarks to Becoming a Turning Points School.

The Turning Points Coach

As part of the Turning Points model, each school works with a coach, a member of the Turning Points Regional staff, who visits the school regularly to guide the school’s implementation of the principles and practices. The coach’s role is to help facilitate the change process, provide resources, and guide schools while helping to build the capacity of school faculty to do this work on their own.
How do we push schools and support them at the same time?  How do we build trust, ensure that school reform is teacher driven, and introduce the necessary tools to initiate the complex process of change?  These questions are at the heart of the day to day work of a Turning Points coach.  As an empathetic outsider, the coach is in a position to assess, assist and guide the process of change. As someone who knows the school well,  the coach will be a consistent support until the school is able to independently sustain change.

A coach plays many roles in the school but his or her primary purpose is to be an agent of change.  In this role, the coach mentors and supports educators to continually improve teaching, learning, and assessment. As facilitator, the coach asks challenging questions, and offers strategies, but rarely offers prescriptive directions about how the school should undertake their change effort.

In addition to the unique expertise, experience and strategies each coach brings to the work, the Turning Points national design center provides a set of guides to the six practices that contain many of the key tools for implementing the model.  The coach assists the school in using these guides—initially facilitating the activities and protocols described and later working with the leadership team to build their capacity to facilitate the work themselves.  Turning Points guides include:

· A Guide to Curriculum Development:  A framework for middle school curriculum development including a set of guiding principles, examples from classroom practice, a template for planning, and a sample plan. 

· A Guide to Data-based Inquiry and Decision-Making:   A collection of tools that will guide the school’s work around this practice including vision-building activities, survey instruments and data collection, including the Self Assessment, guidelines for inquiry process, introduction to data analysis including a focus on equity and the achievement gap, and lists of outcome indicators and data sources. 
· A Guide to Looking at Student and Teacher Work:  A collection of protocols for conducting focused discussions of student and teacher work leading to improvements in learning, teaching, and assessment.

· A Guide to Collaborative Culture and Shared Leadership:  A framework for creating a collaborative culture and building shared leadership in a school.  It includes a discussion of the important dimensions of professional collaboration and shared leadership and tools for effective teams—guidelines for meetings and facilitation, protocols for discussion, and a process for creating norms and goals. 
· Teaching Literacy in the Turning Points School:  A framework for teaching literacy that is supported by practical strategies and guidelines for the language arts classroom and all other content areas. 

· Benchmarks to Becoming a Turning Points School:  Standards of success that help schools measure their progress through the phases of becoming a Turning Points middle school.  They include specific indicators for the six Turning Points practices, examples of evidence, and suggestions for how to use the benchmarks.
· A Guide To School Structures:  An introduction to the structures necessary for Turning Points reform—scheduling, teaming, small communities of learning, and student support.  It includes specific examples and lists of resources.   (summer 2001)
· A Guide to the School Quality Review:  A description of the process each Turning Points school undergoes every 3-4 years to assess its progress with the help of an external review team. (fall 2001)
Additional publications will include a Guide to Family and Community Involvement, a Guide to Teaching Numeracy in the Turning Points School, and a Guide to Assessment of Student Learning. The national center will also focus on fostering shared learning and exchange across regional centers via national network meetings and the Turning Points website (www.turningpts.org) .  The innovations developed by individual coaches and the schools with which they work will ensure the continuous improvement of the Turning Points design.

Who is the coach?

The Turning Points coach is an experienced member of the regional center’s staff who brings both knowledge about middle schools and skills to facilitate whole school change.  Coaches are educators who bring extensive school experience as practitioners and/or administrators, and are well versed in the Turning Points design model. The coach is based at a regional center, but spends the majority of her time on-site at a number of Turning Points Middle Schools.

Each regional Turning Points center offers ongoing support for the coach’s training through regular coaches meetings for planning and problem-solving, and formal professional development in the key skills and strategies. Given that the schools and situations a coach encounters vary greatly, so does the support and professional development activities designed to the meet specific needs of a coach or group of coaches.  The coach is trained and supported by the regional center and participates in activities including a four-day national summer institute on the Turning Points design and the coaching model, follow-up sessions at each regional center, and two-annual site visits for planning with the National Turning Points Design Center staff.   

Why have a coach?

As a school engages in systemic change it rapidly discovers the need for new skills and innovative strategies and structures.  Every facet of the school is affected by change—from the schedule and organization of the building as a whole to how each teacher engages his or her students.  The demand for new knowledge is great, and conflict and tension are a natural part of the process.  The coach provides knowledge and access to outside expertise as well as a balanced outside perspective.  The coach can maintain a healthy distance from the challenges and tensions that exist for teachers and administrators.  She is able to reveal ways of operating and ways of thinking that are unnecessarily rigid, by asking: “why do you do it that way?”  The coach brings resources and provides support to build the capacity of individuals within the school community through her knowledge of reform and skills and tools as a facilitator.  She connects the school with others in the Turning Points network—helping the school form alliances and “critical friendships” with colleagues and partner schools.  She is also in a position to advocate for the policies and support at the district and state level which will support the necessary autonomy and resources for schools to create and sustain systemic change.

The Special Role of the In-House Facilitator

While a coach brings a valuable outside perspective, an in-house facilitator provides a critical insider voice and expertise.  The in-house facilitator should be a member of the faculty who is respected and trusted by the school community.  Ideally he or she will have prior experience working with adults as a facilitator and peer leader, and must have the capacity to develop this skill.  Working closely with the coach, the in-house facilitator plays a critical coordination and communication role in implementing the Turning Points model.  As the work progresses, the in-house facilitator will take on more of the coaching responsibilities.  The goal of the partnership between coach and in-house facilitator is to build the school’s internal capacity to continue the Turning Points work once the external coach is gone.

The remainder of this description of the role of the coach is written with both the outside coach and the inside facilitator in mind.  They will each find different aspects of the role challenging at different times.

Characteristics of an Effective Coach

In addition to a deep understanding of schools, teaching and learning, and the Turning Points model, an effective coach possesses many other necessary characteristics.  Some are learned, such as organizational skills for setting agendas, planning, clarifying goals and setting long-term goals.  Other characteristics are personal qualities and interpersonal skills such as empathy, flexibility, and the ability to listen and respond to feedback.  
Establish Credibility:
The initial goal of a coach should be to establish credibility within the school and to build trust and strong individual relationships with staff.  This is a process that cannot be rushed and is an essential part to the coach becoming a trusted team member.  It is important for the coach to be explicit about his role and to always facilitate in a way that gives each member of the community a voice in setting goals, guiding discussion, planning, and creating new policy.  Doing this not only establishes the coach’s credibility, it is also a stepping stone to the development of a democratic culture of discourse.   When starting work in a new school, a coach consciously spends time talking with as many teachers as possible about their perceptions and experiences.  He engages with people in the halls during passing time and in the teachers room during lunch and breaks.  He is open and responsive to questions about his experience, philosophy and background.

Maintain objectivity:

A coach’s feedback allows individuals and teams to see an issue that they might ordinarily overlook.   It can also provide the kind of qualitative data that may facilitate solving or addressing a long identified school challenge.  In some instances, the coach reflects back to the school by presenting information without judgment, analysis, or critique; it is the school’s impressions of what is occurring that are most valuable.  In this role, the coach is a mirror who continually reminds schools of their vision, goals, and agreed upon plans.  In other instances, the coach may offer more direct and explicit feedback including a recommendation for action.  The coach weighs the nature of the problem and the strength of her relationships in the school when deciding how to offer feedback.  

For example, if a school is considering a schedule change that would prevent teams from meeting consistently, the coach may intervene by strongly reminding the school of their commitment to the Turning Points model.  On the other hand, when assisting the school in choosing professional development priorities for the year, the coach focuses on eliciting the group’s opinions and guiding their research into the best options.

No matter how accepted a part of a team a coach becomes, it is imperative to maintain objectivity. Joseph McDonald comments on measured feedback in his article “When Outsiders Try To Change From the Inside.”

To be of use on the inside, an outsider must remain to some extent always an outsider, free of at least some of the systemic constraints that affect actual insiders.  The reason is that his or her power to understand what’s happening depends on an ability to bring a critical perspective to bear on life as lived on the inside.

This critical perspective is one of the most valuable tools a coach can offer a school.

Model strong facilitation:

As she guides planning meetings and professional development at the school, the coach models the qualities of a skilled facilitator.  Transparent facilitation of meetings is a way to make such modeling even more explicit.  The coach talks through why she created the agenda as she did, and shares her thinking about decisions she makes as the agenda unfolds.  She touches on the components that are essential to creating a productive climate such as setting ground rules, identifying end goals, creating agendas collaboratively, constructing framing questions, and ensuring everyone is heard during critical discussions.

Be an active listener:

Active empathetic listening means that not only do concerns and questions get aired, they are also seriously considered.  Some concerns may require action while others may just need to be validated.  While the coach should not become a repository for complaints and team meetings should not become gripe sessions, teachers often use a coach as a sounding board and may share things they do not have the opportunity or courage to share with other colleagues. Informal, unstructured opportunities for teachers to touch base with a coach can provide teachers with an exchange that is sorely needed.

The coach combines the skills of active listening and strong facilitation to help create an environment in which challenges that impact teaching and learning can be presented at team meetings for collaborative learning and problem solving. Whether an academic team is focused on looking at student work or a leadership team is addressing a knotty issue of decision-making, the discussions require courage and trust on the part of all participants if they are to result in improved practice.  

Empower teachers to reflect on practice:

One way a coach serves as a catalyst for change is by empowering teachers to be reflective practitioners
 and agents of change.  Asking questions that prompt individuals to reflect, opening up channels of communication, giving verbal feedback to staff as well as written pieces help to create a culture of problem-solving and risk taking.  Introducing metacognition is a strategy that allows teachers to become conscious of their ways of thinking and may allow them to examine their own behaviors.  Thus, it has the potential for significant impact on teaching.  For example, a coach might introduce the idea of double-entry notebooks in which immediate observations are recorded on the left side of the page and interpretation and analysis is filled in later on the right.  The team agrees to experiment with the structure for a week and to come back with a record of student participation and questions on the left side.  During their meeting, the coach guides them in looking for patterns—Who participates most?  What kinds of questions do students ask?—and they record reflections on the right.  The team decides to continue the practice for several more meetings, and some members introduce the log to their students as a literacy strategy.

Understand the nature of change:

A coach must understand the nature of change and be comfortable with this slow and challenging process.  The nature of systemic change requires a high degree of patience, comfort with ambiguity, and an ability to manage conflict.  No matter how skilled a coach is, he can never eliminate conflicts that occur in a school.  Changing practices, implementing new practices, and transforming the culture of a school all take a very long time.  The coach helps schools to understand the dynamics of change, but also to engage with the Turning Points benchmarks from the start so that they begin to have a strong picture of where they are headed.   A useful strategy is to set small tangible goals so teachers see and feel progress and are able to participate in small victories over the course of the first year. The coach should seek out leverage points and capitalize on them in a way that demonstrates both possibility and progress to teachers.  These successes will keep the faculty energized and invested in the work.  In one school, a coach reinforced the discussions of student work that were occurring in grade level team meetings by creating round tables of best practices.  Round tables were held several times throughout the year during full faculty meetings, and teachers shared examples of curriculum, lessons, or strategies they felt proud of in cross-disciplinary, cross-grade level groups.  The sessions created a sense of shared purpose and vision and built a stronger professional community.

Communicate effectively:

It is imperative that a coach has strong communication skills.  She will serve as a model for effective communication and will constantly explore ways to improve communication school wide.  The coach must clearly articulate goals, plans, and processes.  She should be skilled in clarifying ideas, summarizing discussions and keeping conversation focused on the outcomes set by the group.

Written communication also holds great importance and weight in a school community undergoing change. Although, over time,  documenting meeting agendas and minutes should be a role shifted to a school-based person, the coach will probably need to perform the role initially to model the practice. It is important to instill the habit of reflective writing, keeping records of goals and long term plans.  Often written documents that capture ideas, goals, or simply a record of significant meeting items, can provide the impetus for a shift in peoples’ thinking.  A written piece can transform a difficult situation by outlining a complex problem on paper and allowing a faculty to more easily reflect on the issue. (McDonald, 1989)



The Work of the Coach

In a school just beginning to implement Turning Points, the coach will be the lead facilitator; setting agendas, bringing tools, and in the early stages imparting information about the model.  The coach will meet with several teams in the course of the day, groups that represent every program in the school.  Meeting agendas will vary based upon the needs of the team, students and the focus of the school.  From the initial point of entry the coach will meet consistently with the following groups:
· Leadership Team

· Academic Teams

· Discipline-based Teams

· Study Groups

· Full Faculty

The coach’s role with each group is described in more detail below.  Most of the coach’s daily work and ongoing responsibilities will fall under two broad categories— building leadership capacity and supporting teachers.  The main focus will be to help the school implement the Turning Points principles and practices by introducing the Turning Points guides and supporting the school in embedding these practices into the daily life of the school.

	Building Leadership Capacity 

· Establishes and develops leadership team and shared decision-making process

· Supports the principal

· Assists with data-based inquiry and decision making process, including establishing and helping to run faculty study groups

· Documents and initiates discussions 
	Supporting Teachers

· Facilitates academic and discipline-based team meetings focused on looking at student work, curriculum development, and other strategies to improve teaching and learning

· Conducts professional development including assisting the leadership team in planning and facilitating full faculty meetings

· Provides opportunities for feedback through modeling, peer coaching/mentoring, observation

· Provides resources and tools on progress of the change initiative




Building Leadership Capacity

An overarching goal of the Turning Points model is to foster a professional collaborative  culture focused on improving student learning.  To reach this goal requires building the leadership capacity of the school.  In practice, this means that the coach focuses on transferring the tools and skills embedded in the six Turning Points practices from the beginning of implementation.  For a school to reach its full leadership capacity, many, if not all, members of  the school community must see themselves as leaders and take responsibility for the work of school change.  In most schools, this requires a sea change of culture, beliefs, knowledge and skills.  The coach must not only initiate much of the work in the beginning, modeling skilled facilitation and teaching the components of the design, but must actively seek out teacher leaders and lay the ground work for them to take on increasing responsibility for the work.

From the beginning, the coach needs to be explicit about how his role will change over time, and that he will gradually shift more and more responsibility for the work to the school staff.  In year one, the coach might facilitate most of the team meetings, plan agendas with the input of the staff, and record and disseminate minutes.  In year two, most of these responsibilities should be carried out by the in-house facilitator and other school faculty with the coach continuing to assist in planning, giving feedback, and co-facilitating meetings and workshops.
1.  Establishes and Develops the Leadership Team 

The Leadership Team is the body in the school that navigates the community through the implementation of the Turning Points Design.  The team’s purpose is to define the priorities in moving the school towards its vision of a high performing middle school.  The Leadership Team meets twice a month to focus on instructional issues.  The group looks at student work, analyzes data, engages in long and short-term planning and constantly assesses where the school is in the implementation of the Turning Points design.  ( See the Guide to Collaborative Culture and Shared Leadership for a detailed description of the leadership team and tools for guiding its work.)

The coach assists in the creation of the leadership team and helps the school determine how this group will represent the broader faculty.  Teachers should be selected based on interest, willingness to commit the time, and in a way that ensures that members from every school program (e.g. grade level, specialists, SpEd, bi-lingual, etc.) are represented.  In some schools, the principal or administrative team has initially selected members of the group, in others, each teacher team has selected a member or recruited a volunteer.  

It is vital that each member of the group has a voice and that the leadership team is not used simply to inform faculty of recent decisions and mandates.  The leadership team should be utilized as an essential resource that empowers teachers and administrators to make decisions about the students that they encounter daily.  

Often, the coach initially facilitates leadership team meetings to clarify the group’s purpose, model effective facilitation, and ensure that the principal shares leadership effectively with teachers and other administrators.  As time passes, the facilitation of the leadership team should pass to members of the team.  It is important to plan agendas in advance of the meeting by collecting input from all team members.  The coach works with the group to set in place a system that will ensure participation and a forum for teacher input in all major decisions.  It is also critical to establish a method of disseminating information from the Leadership Team to the faculty so the whole school community remains integral to the change process.  A good system for communications should incorporate a variety of methods including informal updates, team presentations, sharing of team minutes, and inviting other teams or community members to attend the Leadership Team meetings.

The Warren Middle School had recently gone through the process of creating a school portfolio for an in-depth external review process.  The coach asked the principal to pose a question to the Instructional Leadership Team about a dilemma or challenge that surfaced in the process of compiling the portfolio. In an effort to encourage the principal to not just report back to the leadership team but to utilize them as a body to problem solve for the school, the coach proposed they  use a consultancy protocol at this meeting.

The principal, struck most by the school’s lack of evidence around the use of best teaching practices posed the questions:   “How do we motivate students and connect learning to the real world” and “How can we help students make connections from one content area to another?”  The leadership team received the agenda prior to the meeting that included the Consultancy question and the steps to the protocol.  Members of the team had been trained in the protocol during a Turning Points Network Meeting and some had used it during grade level team meetings.  

This Leadership Team meeting was one of the most effective they had, because they gained greater clarification about the principal’s perceptions and goals, and the team problem solved together about a critical issue facing the school.  In the discussion, teachers talked about curriculum themes and topics in the past that integrated various subjects and effectively engaged students.  They considered whether this approach should be revived.  Several ideas were born out of this conversation including keeping math journals, having integrated planning tied to standards and implementing topics of the month that will support the development of culminating projects.  Team members left the meeting planning to share the proposed plans with their representative groups to involve  the whole faculty before a school wide decision is made about next steps. 
2.  Supports the Principal

The principal plays a critical role in establishing a collaborative culture where shared decision making is a primary value.  To be an effective leader, a principal must develop an ability to create teacher leaders and a willingness to share his or her decision-making responsibilities.  The principal’s new role focuses on five interconnected areas (See the Guide to Collaborative Culture and Shared Leadership):

· Being an instructional leader who prompts others to continuously learn and improve their practice

· Sharing real decision-making power with staff and faculty

· Providing support for effective functioning of teams

· Developing collaborative accountability 

· Managing and monitoring the change process to make sure it is always moving forward

During the day, the coach engages in many individual meetings, both formal and informal, including a one-on-one meeting with the principal.  In the fast-paced life of a school leader, it is important to establish at minimum a weekly thirty-minute meeting time at the start of the year and to vigilantly guard this time.  This should not serve as a time to report on staff about the comments and attitudes surfaced at team meetings, but should be used to make plans and share goals.  It is a time for the principal and coach to assess where the school is in the big picture and what issues need to be addressed in the immediate future.  Similarly, the coach is made aware of the principal’s priorities and what is on his or her screen for the short and the long term.  As a strong relationship is formed, the coach keeps in mind the five areas of shared leadership and helps the principal to set goals and develop understanding in achieving them.

Just before Christmas vacation the coach and principal of Warren Middle School engaged  in a weekly thirty minute check-in.  In this particular meeting, the coach asked the principal to reflect on what structures and practices have been implemented to begin the process of change.  In these regularly scheduled meetings, they have both been frank and open, but often have focused on the hurdles or roadblocks that can overshadow positive turns—negative staff members, budgetary constraints, lack of flexibility in the schedule, etc.  This time, the coach chose to focus on successes. The principal and coach found they could  cite specific examples of progress—teams were meeting consistently and had begun to share student work and instructional practices, a leadership team had responded enthusiastically to the invitation to participate in significant planning.   It was particularly important in the first year to take stock of progress when the evidence of change is often hard to see.  

The coach also asked the principal how the school could be better supported by the Turning Points network and posed the following questions: “What can I do more?  What could I do differently?  What would you like to see next semester?”  This reflective conversation helped to stimulate specific needs of the school and areas of focus for the remainder of the academic year.  The principal and coach felt that the process of looking at student work needed to be deepened at the school, and that a review of the rationale would help this happen.  They planned a professional development meeting with the whole faculty to review and discuss this goal.

Directly following the meeting the coach composed a reflective letter based on notes from this meeting.  This letter included the progress made, identified goals for next semester, and the coach’s personal goals.  The principal responded favorably and agreed with the goals and plans.

3.  Assists with data-based inquiry 
Data-based Inquiry and Decision Making is a deliberative process in which teachers, administrators, students, parents, and other community members examine and analyze a range of data relating to problems and challenges, and develop action plans to address them.  The coach helps the school gather and analyze various forms of data.  The Turning Points Self Study is one form of data that provides a comprehensive profile of the school incorporating input from teachers, students, administrators, and possibly parents.  This tool allows a school to see their strengths and challenge areas and to collectively identify where they would like to focus their efforts.  ( See the Guide to Data-based Inquiry and Decision-Making for a more detailed description of the practice and accompanying tools.)

Many schools are not accustomed to a process of collecting information, studying to determine what the data suggests, and investigating several hypotheses for why a challenge may exist before implementing a plan.  In order to reach solutions that will create sustainable change in schools, it is imperative to slow down and explore a range of information, discuss with colleagues, and reflect before reacting.  It can be challenging for a coach to introduce data-based decision making because experienced educators may feel that the answers to the school dilemmas are quite obvious, and that the very roadblock to change is that people talk too much and do not act.

If it is not a common practice, a school may feel threatened by looking at its own data.  Teachers are not always comfortable with the information presented to them, whether it is standardized test results, the number of suspensions or retentions, or the results of a survey that indicates the frequency effective teaching practices are employed.  “Bad news” can be disheartening to teachers who care deeply about their students.  Often there is also a perception that presenting certain information is equivalent to suggesting blame.  Considering the delicate nature of using school data, a coach may decide to introduce the process by using some outside sources of data and conducting text-based discussions on the value and challenges of  engaging in data-based inquiry.  

As the school gains familiarity with its own data, it uses the analysis to identify challenge areas for ongoing inquiry.  The coach assists the leadership team in forming faculty study groups around each challenge area.  Ideally, every faculty member is involved in a study group which undertakes the inquiry process.  They collect and analyze additional data, form hypotheses to explain the existence of the challenge or problem, and engage in action planning to create effective solutions.  While a coach may not be able to meet regularly with every study group, she coordinates the process and keeps tabs on their work.  She may work more intensively with one or more study groups whose goals are most closely related to improving teaching and learning.

4.  Documents and initiates discussions on progress
The coach plays a key role in helping a school to document its progress.  Regularly drawing on the benchmarks, the coach supports the leadership team in reviewing evidence that the school is moving forward toward its vision.  Initially the coach may need to collect written evidence of the school’s work—memos and minutes from meetings, curriculum plans, data analysis, etc.  He should work with the principal and leadership team to develop a structure for ongoing documentation and identify a point person from the school to shepherd the process.  Annually, the coach assists the leadership team in conducting a self-assessment of the school’s progress using the benchmarks.  (See Guide to Data-based Inquiry)

The coach’s written notes, reflections, and summaries are a valuable source of evidence of the struggles and successes of the change process.  Shared with the leadership team and internally with other coaches, such documentation helps to shape the school’s specific goals as well as to develop the design model as a whole. 

Supporting Teachers

Building leadership capacity in a school is closely linked with the continuous support of teachers as they adopt new practices.  The coach works to build the school’s capacity to provide better support to teachers as they work to improve their practice.  The primary structures for such professional support are the meetings of collaborative groups including: academic teams, discipline-based teams, and the whole faculty.  The coach facilitates these groups and trains teacher leaders to facilitate them.  Other ways to support faculty include individual conferences with teachers and the creation of internal structures for collegial support such as peer observations, effective use of common planning and after school meeting time. (See Guides to Curriculum Development and Looking at Student and Teacher Work for detailed descriptions of activities for teacher team meetings.)

1.  Facilitating academic and discipline-based team meetings
Looking at Student and Teacher Work  Teams should engage consistently in this process. The facilitator brings protocols that provide formal structures to examine student work. Engaging with the protocols helps to focus teams on discussions about teaching practice, students’ strengths and challenges, and ultimately on shifting teachers’ instructional strategies to better meet the needs of their students. 

Creating Assessments.  Discussions about curriculum and student work often lead to the establishment of criteria and school based-rubrics.  Teams will investigate various forms of assessments that will invariably impact the type and quality of assignments created by teachers for students.  A team may choose to develop assessment strategies to be used by all teachers on the team or school wide. 

Curriculum Planning.  During academic and discipline-based team meetings, teachers will also engage in standards-based curriculum planning, with the coach providing different models of curriculum for teachers to review.  The coach guides teacher teams through the Turning Points model for curriculum design.  

Curriculum Mapping.   In monthly discipline-based meetings, faculty engage in a school-wide process of curriculum mapping, identifying the strengths and gaps in the current curriculum and planning for changes.  Discipline-based meetings also focus on review and discussion of  content standards and developing strategies and supports for helping students to achieve them.

Modeling teaching practices. A coach may model a practice like questioning or small group problem-solving, and then asks teachers to try the practice with their students.  The following week’s meeting can be used to report back on how it went, what did not work and share with each other the successes.  Where people meet challenges, a coach might offer to model in the class so the teacher would have first hand experience observing the practice with students.  As a follow up, the coach might then offer to watch the teacher try the practice again and give feedback about what she observes. Other examples of practices to model include effective comprehension strategies, reciprocal teaching, literature circles, and how to begin to integrate habits of mind into the curriculum.

The Consultancy Protocol.   This protocol allows groups to problem solve around instructional practices.  A team member will present a dilemma to his/her colleagues.  The group will ask clarifying and probing questions to the presenting teacher. Following, teachers (with the exception of the teacher who has raised the dilemma) hold a discussion about issues they perceive and steps they might take to address the problem.  The purpose is to provide the presenting teacher with assistance in solving a problem through thoughtful listening and inquiry by colleagues.

Text-based discussions.  Providing a format for gaining deeper understanding of articles and other texts, the structured discourse will allow teachers to focus on current educational issues and provide the opportunity to have safe conversations with colleagues about teaching and learning.

The grade level teams at Jackson Middle School had been looking at student work consistently for several months.  The coach had a sense that some of these meetings were not focused enough and that some teachers were having difficulty in making the connection between looking at student work and changing their own practice.  While reflecting on their work for the month, some team members echoed the coach’s  reservations about  making the connection between Looking At Student Work and teacher’s practice.  The coach recounted a discussion from a Turning Points Network Meeting  that focused on the quality of teacher work.  One of the members of the 7th Grade Team who had attended the network meetings, suggested that looking at the quality of teacher assignments would be a good practice to try in the team meetings. 

The coach selected an excerpt from The Quality of Intellectual Work in Chicago Schools, “Making the Connection: The Quality of the Assignment and the Quality of Student Work,” that grade level teams would discuss to launch the process.  The teachers who had attended the network meeting facilitated the discussion.  The coach participated as a member of the team, and provided additional input from the experience gained exploring the text at the network meeting. 

In addition to the text, the team was given text-based seminar guidelines, which outlined the purpose and ground rules.  They took twenty minutes to read the text individually and another twenty minutes for the discussion.  At the end the facilitator led a five-minute discussion on the process and summed up the main lessons that were articulated.  The group agreed that for the next week a  teacher would bring a piece of student work and the team would focus the discussion on analyzing the quality of the assignment that the teacher had given.

2. Conducts professional development for full faculty

The coach works with the leadership team to develop and implement a plan for full faculty meetings and ongoing professional development that bolsters the work of teacher teams.  Well-designed workshops around targeted instructional practices, and faculty meetings that allow teams to share and discuss the work going on in team meetings are a powerful part of the coach’s work.  The coach helps the leadership team to shape school-based professional development that is focused on the school’s goals for teaching and learning, and involves the entire faculty in active, collegial learning.

3. Provides opportunities for feedback 
Giving critical feedback or learning lessons from peers has not been a part of the culture of most schools, and most teachers have reasonable apprehension about it.  The coach must assure the faculty that he is not playing an evaluative role and his intent is not to report weaknesses or concerns to building administrators.  In the long run, a structure of ongoing peer observation and mentoring will ensure that teachers have multiple opportunities to support, observe, and provide feedback to one another.   The coach may help the leadership team to create such a structure, thereby building the capacity of the faculty to support one another in reflecting on and strengthening practice.

In addition, a coach may make informal classroom observations to gain greater insight into the school and give teachers feedback about their practice.  Classroom visits should happen by the invitation of a teacher, or after the coach has forged a relationship with the teacher and has asked to attend.  A teacher’s refusal to have the coach present is important to honor; however if respect and a culture of trust is built, defensiveness and fear should diminish if not disappear.  With this focus on collegial relationship, the coach will demonstrate his interest in supporting and guiding rather than evaluating and critiquing in a negative sense, and teachers will begin to welcome his presence and feedback.  

As teams share instructional strategies and best practices the coach may also model identified practices in class.  The coach should encourage open critique on lessons he models for a class. In soliciting feedback the teacher begins to see the relationship as a two-way process.  By demonstrating a lesson and debriefing with teachers, the coach can also help to model the process that will be used in peer observation. 

4. Provides Resources and Tools

Of course, the coach provides tools and resources in each area of her work—through protocols and formats for discussion in team meetings, strategies for workshops, readings for text-based discussions, etc.  In addition, she should also see her role as a kind of “broker” of outside resources looking for ways to connect schools with other schools that model exemplary practice and with experts in particular structures or instructional approaches.  Even if a coach does not possess a particular expertise—for example in integrating special education or in scheduling—she should become adept at locating resources and matching them with the school.

A Sample Coaching Day

7:45
Arrive at the school and check in at the main office—pick up any messages.

8:00-8:50 
Meet with the 8th grade team to continue a rotation on looking at student work.  The math teacher brings a probability problem set.

9:00-9:30
Meet with the principal and in-house facilitator.  The agenda includes reviewing the progress of teams and planning the leadership team agenda.

9:30-10:10
Seventh grade team meeting.  The presenting teacher is absent, but another teacher volunteers to present a dilemma she’s been experiencing as she tries to use cooperative learning strategies.

10:10-10:30
Meet with a 6th grade teacher who asked for feedback on a curriculum unit she is planning.

10:30-11:00
The administrative team meets to review possible changes in the schedule for next year.

11:00-11:30
Join teachers in the faculty room for lunch.

11:30-12:10
Meet with the “specialists” team—P.E., arts, music to work on proposal for more integration of specialty areas into academic classes.

12:10-1:00
Sixth grade team meeting focuses on round robin sharing of final projects of an ancient civilizations integrated unit. 

1:00-2:00
Individual planning time in the library—edit notes from the day and highlight aspects of the self-study data to review with the leadership team.

2:15-3:30
Facilitate leadership team meeting—an ongoing review of self-study data and preparation to launch faculty study groups.



Getting Started

1.  Before the work begins
During the exploration process (p.3) the school agrees to put in place the structures necessary to begin the work: 

· Common planning time for academic and discipline based teams

· Scheduled time for professional development (including summer)

· Representative Leadership Team

· Full faculty meeting time  
While introducing the Turning Points design and building trust, a coach will also work with representatives in the school to ensure that these structures are in place. In some schools, it will take rescheduling and prioritizing important changes.

2. The initial activities

In most cases the Turning Points coach will begin the day early at a first period team meeting of teachers and engage in various ways with individuals and groups until the end of the school day.  Frequently, after school meetings with leadership teams, providing professional development sessions, or meeting with study groups will keep the coach in the building until the late afternoon.  Generally, the coach will begin by establishing a regular meeting time with academic teams and also working to get a leadership team established and functioning.
3. What to do in the beginning

There are different effective sequences of activities for beginning the process of change. It is important, first of all, to get to know the school community.  A possible entry would be to interview all members of the school community to get an informal read on the school culture, before diving into the formal Turning Points agenda.  Some coaches have found it very effective to write an introductory letter and distribute it to the faculty during the first week of school.

Many coaches quickly anchor team conversations in teaching and learning by looking at student work.  Others find it valuable to take some time to work with teams on meeting practices such as developing teams norms, goal and agenda setting, and facilitation.

· Meeting with teachers, administrators and students to assess school culture:

The coach needs to continually assess the school’s culture and the nature of relationships and conflicts among members of the community. Such an assessment occurs at the beginning of working with a school and on an ongoing basis.  The assessment should include a review of the school’s resources, conducted with the leadership team, to take stock of both budget and material resources as well as human resources and hidden strengths of staff and community.  

Taking time for assessment serves the dual purpose of  preparing the coach and giving school staff and students the opportunity to be heard and understood. It occurs through talking to individuals, attending team meetings, exploring the school building, observing interactions with school staff and parents, and participating in whole school meetings.  Coaches often spend two days during the first few weeks of school arranging individual conferences and/or focus groups with teachers and students.  Open-ended questions beginning with “What do I need to know in order to best serve you as a coach” will allow people to air any concerns or fears about the change process, as well as communicate what they feel is most important about their school.  A valuable part of this informal assessment is sharing the information in productive ways with school administrators, teachers, and students. 

· Meeting with Principal (and other administrators)

As part of the initial assessment, one goal of the first meeting with school administration should be to gain a greater understanding of the school and its players. Another goal is to clarify roles and expectations, reviewing the expectations of Turning Points and the initial activities in which school members will be involved.  At this time the coach will also establish meeting schedules and set a time when he can be formally introduced to staff at team meetings or a whole faculty meetings.  This will provide the opportunity to review the goals and purposes of the Turning Points design.


· Introduction at first whole faculty meeting

This meeting allows all members of the school community to meet and hear from the school coach and be reminded about the purposes of the initiative.  Ideally, if there is enough time available, the coach could engage the faculty in an introductory activity.

Possible activities for an introductory meeting:

· Review the Turning Points Overview and timeline for Year 1
· Read an article related to middle school reform

· Share personal experiences that have shaped who you are as learners

· Introduce Looking at Student and Teacher Work Guide or Guide to Curriculum Development
· Meet with Academic Teams

This may be your first opportunity to introduce yourself to faculty members.  You should take the first meeting to share a little about your past professional experiences, describe the role of the coach, address questions and concerns, and talk specifically about the goals and purpose for academic team meetings.

Discuss the Turning Points principles and practices in relation to school mission and vision statement.  Conversation about the principles and what they signify to teachers is a sensible place to begin the conversation.  In focusing on the seven principles, the school can revisit the present mission and vision statement and begin a self-assessment of where the school stands in relation to its goals.

· Establish Leadership Team

Spend time talking with the principal and teachers about the role of the leadership team, what the responsibilities will be, and how it may alter the present decision making structure at the school.  It is up to school members to determine if participants will volunteer, be appointed, or voted to this position.  There may be structures in school (i.e. team leaders) that could logically fill the role of leadership team members.  Two of the most important considerations are that all members of the school community should be represented and the progress of the leadership team should be communicated to the entire faculty.

 (See pp. 26-32  for more detailed suggestions for a sequence of coaching activities.)

Common Challenges to Coaches

Regardless of the experience, skills, and knowledge that a coach brings, he will inevitably face many challenges working with schools particularly in the beginning. For this reason, the entry into a school is critical.  There are difficulties that will arise unexpectedly but there are certain challenges that can be expected from most schools engaged in restructuring. A coach should be prepared for at least the following challenges:

· Faculty Resistance

· A Traditional View Of Leadership

· Ineffective Use Of Time 

· Lack Of Effective Systems For Communication 

Faculty Resistance

Many teachers are skeptical of outsiders and new initiatives for good reason.  Often they have seen a plethora of programs, initiatives, and projects and feel that none have sustained change.  A coach is likely to face a fair amount of resistance from teachers who perceive that she is coming to change them.  The coach should emphasize building relationships and listening to the perspectives of individuals in the school.  How a coach presents herself and her experience will greatly impact how she is received.  Turning Points suggests that a coach present herself as a skilled educator who will help facilitate change and create space for teachers to develop and share their expertise.

A Traditional View Of Leadership

The role of a principal has changed greatly over the past several years.  The term “traditional leader” is used here to evoke the image of a principal who manages, maintains control, and has the final say.  This principal does not see himself as an instructional leader and is removed from the realm of instruction, curriculum, and assessment.  The systemic change required by the Turning Points design means that the role of the school head must be recast; this often means the principal must develop new skills and practices.  The coach will sometimes face the challenge of working with a principal who has difficulty including teachers in a shared decision making process. This model of leadership ultimately leads to increasing conflict between the school administration and teachers, as one group blames the other for unsolved problems and a lack of momentum towards change. The tasks of leading a school community and teaching students are too complex for one person to manage alone.  When educators believe that they share responsibility for leading and for student learning, then they are on their way to creating a community that works together to create an effective school. 

Ineffective use of time

Time is one of the most desired commodities in schools.  Despite its value, a coach may find many instances of time being used ineffectively.  A growing number of middle schools have fought to create common planning time for teams of teachers to meet.  Although in many schools this time exists, it is not always used for the purpose of improving teaching and learning.  Often, common planning time is used either for individual teacher preparation, or to discuss operational or discipline issues.  It is a struggle to make the switch from a meeting focused on logistics and student behavior to one in which teachers are asking questions such as: Was this lesson successful? How can I teach this concept better?  What supports do I need to implement for this student?

Once a shift is made in the purpose and content of team meetings, there may be still other issues with which to contend. Out of insecurity or resistance, some teachers may engage in the conversation only on a superficial level.  These teachers are present, but for some, it will take inarguable evidence of the effectiveness of activities such as looking at student work in order to generate honest participation.  Still others will remain uncooperative in spite of the productive use of time and usefulness of tools presented. 

The coach must work to foster teacher ownership in team meetings.  The goal is a culture in which teachers are invested in meeting, create the agendas, facilitate discussion, reveal professional challenges, and meet several times a week, even without the presence of a coach or administrator.

Ineffective systems of communication 

A major roadblock to the success of many schools, lack of communication can create tensions in a school that inhibit the possibility for dialogue and teachers’ willingness to invest in the whole school change initiative.  Due to the fast pace of school life and the relative isolation in which people work, a school often does not have in place effective mechanisms for communication.  A coach should not be surprised by the lack of information and understanding about the Turning Points model before her arrival at a school.  An early part of the coach’s work in the school may need to include instituting regular written and verbal updates from the administration and leadership team to the faculty and school community.
Leading from the Middle  

A Turning Points coach has the opportunity to play a crucial role in the life of a school—to be an ally who supports the school in making critical changes in its practice.  Often schools are beginning the change process from a place of discouragement and fatigue.  They have had more outside critics than allies, and they have struggled in isolation with minimal resources for too long.  A coach who enters a struggling school with empathy, skills, and insight can help to create a more positive and productive culture.

In that sense, a coach is a leader, but one who leads from the middle of the group—not from a podium at the front of the room.  Leading from the middle, the coach models the skills of an effective collaborative leader, is transparent about her decisions, and rolls up her sleeves to help with the Turning Points work. 

With a constant focus on building the school’s capacity to do the work themselves, the coach maintains a delicate balance between actively initiating change and supporting the sometimes tentative efforts of school leaders.  Finally, she helps the school to cultivate new leaders and to fully share the responsibility for the Turning Points vision among all members of the school community.

A Turning Points Timeline
Although each school will vary in its approach to implementing the Turning Points design, it is important to provide a fairly detailed description of what implementation might look like over a three year period.  This expanded timeline should push the thinking and planning of a regional center, coach, and school.  Using the Turning Points Benchmarks, a school will regularly assess its progress and how well the implementation of the six practices is moving the school forward. Without prescribing a path, the following outline of phases is intended to give coaches and schools a sense of the scope of the work—and how it changes and develops from year to year. 

Exploring Phase (2-3 months):

Before committing to the Turning Points design a school engages in a period of exploration and investigation.  The school receives information and at least one presentation to the whole faculty by regional and national center staff.  Faculty receives a packet of information and articles to read on the Turning Points design.  They are encouraged  to establish an “exploring team” to lead the investigation, to meet in study groups, and to send a team to visit an existing Turning Points site.  At the end of the exploration, a faculty vote is taken with 80% approval a requirement for joining the Turning Points network.

1. An initial on-site meeting with the Exploring Team should consist of:

· Review of the Turning Points design principles and practices
· An informal assessment of the school, using the Turning Points Benchmarks

· Review of the role of the coach:  What are the expectations and responsibilities of a coach?

· Review of the “Memorandum of Agreement” (MOA) between an Associate School and Turning Points

2. There should be a whole faculty workshop on the above topics presented by Turning Points and the Exploring Team.  The Exploring Team is responsible for planning, organizing, and co-presenting the workshop.  The team should also communicate the workshop goals and agenda to the faculty ahead of time, and disseminate any reading materials to the staff.

3. A site visit is organized to a member Turning Points school.  The Exploring Team gathers volunteers to participate in a site visit and communicates goals, agenda and logistical information to the visiting group.

4. A debrief of the site visit is conducted.  All faculty are invited to attend this session.  The Exploring Team again is responsible for arranging this and communicating pertinent information to the faculty.

5. A full faculty vote is conducted to determine whether or not a school adopts Turning Points and becomes a member school.  A school should affirm becoming a Turning Points school by an 80% majority.  A valid vote means use of a secret ballot or a consensus decision-making process that the school has previously used and/or agreed to.  The Exploring Team should facilitate this process and report to Turning Points and the faculty the outcome.

6. The vote should result in an Memorandum of Agreement (MOA) signed by the school, district and regional center.

8.  Prior to the start of Year 1, the school identifies an “in-house” facilitator to assist the coach in coordinating the change process.  The school also ensures that teacher teams will have weekly common planning time for focused discussions about teaching and learning.

Year 1

Key Activities

During the School Year:

1. Establish a representative leadership team that meets at least twice a month for 1 ½  hours each time.  Build their understanding of their role to guide and facilitate the Turning Points process, and to develop a shared decision-making structure.


2. Create a school vision built on the Turning Points principles.  The principles are examined closely:  What does each mean?  Where do we see each principle in practice?  What would the school look like if each principle was fully implemented?  Strengths and gaps are identified. The leadership team collects the input of the faculty.

Possible Sequence of  Leadership Team Meetings:

· Define role of the group and discuss models/strategies of leadership using Teams Guide (1-2 meetings)

· Plan and implement whole school conversation to create mission/vision (See Data Guide, 2 meetings)

· Conduct an informal assessment using the Data Guide and  Benchmarks.  Begin to collect data in addition to self-study survey (2-3 meetings)

· Assess progress of academic and subject-area team meetings. (ongoing)


3. Establish teacher teams with consistent common planning time (3-5 times a week).  Initially, a coach would spend time working with teams around good teaming practices—agenda setting, developing norms, professional talk, etc.  Also, articles that offer grounding in the underlying principles and purpose of Turning Points should be read and discussed.  Some key questions might include:  What is the middle-level philosophy of teaching and learning?  How are we engaging and inspiring our students?  How do we create small caring communities of learning?


4. During team planning meetings, begin using protocols for looking at student work and forming goals for changes in curriculum and instruction.

Possible entry points and areas of focus for team meetings:

-
Reviewing benchmark 1 “Improving Teaching, Learning and Assessment” and developing team goals for the year.

· Looking at Student Work to develop a clearer understanding of standards and to inform curriculum and instruction.  Authentic assessment emerges as a theme of these discussions, and one initial outcome of student work sessions may be a common writing rubric.  (Guide to Looking at Student Work)
· Developing cross-curriculum connections including Habits of Mind and/or interdisciplinary units.  (Curriculum Guide)
· Focus on literacy across the curriculum—practice, implement, and discuss writing and/or reading strategies outlined in Literacy Guide
· Presenting examples of “teacher work” (unit plans, lessons, etc.) for discussion and feedback.


5. Establish regular meetings of content area teachers every 4-6 weeks.  Begin a process of mapping the current curriculum against district and state standards.  Identify gaps and develop a plan to address them.  The mapping exercise can be a springboard into a school-wide process of setting standards that clearly and publicly identify what students should know and be able to do.  Crucial to this process is the explicit goal of closing the achievement gap between white students and students of color and between low-income and more affluent students.


6. The in-house facilitator and Turning Points coach meet regularly to co-plan team meetings and workshops and reflect on progress.  They also meet regularly with the principal and other administrators and leadership team to ensure good communication, shared leadership, and problem-solving.  Increasingly, the coach will transfer the lead role in facilitation to the in-house facilitator and members of the leadership team.

7. Whole faculty workshops.  These workshops are planned by the leadership team and are consistent with the school’s priorities and focus for the first year.   They reinforce and build on the conversations happening in teams, and later in faculty study groups.  They are a vehicle for professional development and for school-wide decision-making.  A wide-range of topics is possible:

· Effective teams and collaboration

· Looking at student work/developing criteria and rubrics

· Equity and expectations

· Elements of standards-based curriculum planning

· Habits of Mind

· Literacy and Numeracy

· Introduction to data-based decision making

8. Conduct the self-study with faculty, administrators, students, and possibly parents.
 

9. In the spring, introduce the whole faculty to the data from the self-study, and conduct follow-up review and analysis with leadership team and teacher teams. Student achievement data is collected and reviewed in addition to other indicators. Identify challenge areas and an initial work plan for year 2—forming study groups around challenges.


10.  Study groups meet for 4- 8 weeks in the spring engaging in the data-based inquiry process. The groups meet regularly (for example, 1-2 hours twice a month) and carry out the inquiry process, looking more deeply into the challenge area and creating an action plan to address it.

11. Plan ways to involve the wider community including students, parents, and others (e.g. share findings from self-study and other data, Turning Points principles and plans for changes, and create an exhibition of student work)


12. Participate in Turning Points network activities.
 

13. Engage in structured schools visits including one or both of the following. 

-     A 2-day critical friends visit:  Each Turning Points school is paired with another for a structured exchange of feedback.  (This may be more suitable for Year 2)

· 3-4 school labs:  Turning Points schools may send small teams to observe exemplary Turning Points practices in action in identified schools and classrooms (e.g., literacy, looking at student work, standards-based curriculum development, leadership team).  The visit will include the opportunity  to talk and debrief with the practitioners observed.

14. At the end of the school year, conduct an Annual Assessment of progress using the Turning Points benchmarks (see Data Guide) and the results from the study group work.  Use the results of the assessment to revise the professional development plan for the summer and the following year.

Summer – Year 1

1. Regional summer leadership institute provides leadership teams with opportunities to learn new strategies for implementing the practices  and share common challenges and dilemmas.
 

2. School-based summer institute or curriculum planning for faculty focused on Improving Teaching, Learning, and Assessment.  It may include workshops and discussion groups to deepen knowledge of components of curriculum template as well as facilitated planning time for teams.


3. School-based planning meeting for the leadership team—to deepen understanding of the design as a whole as well as to learn specific tools and strategies, and to refine professional development plan for the year.

Year 2

All Year 1 key activities continue.  In addition…

1. The Leadership Team formally presents the professional development and action plan developed at the end of year 1 for discussion and approval.


2. Faculty study groups continue around the specific challenge areas identified by the whole faculty and leadership team from analyzing data from the self-study and other data, particularly student achievement data..  The leadership team coordinates this process and compiles the results, bringing recommendations forward to the entire faculty for discussion, adoption and implementation.


3. Teacher teams continue to use planning time to look collaboratively at student work.  In addition, they may examine the results of curriculum units planned over the summer and begin to revise them, work on the alignment of curriculum and standards, or focus on interdisciplinary connections.
  

4. Depending on teacher needs, and allocation of additional professional development time, peer observation or mentoring and study groups on research questions related to instruction may be introduced to address issues of teaching and learning that have emerged from team discussions.  Overall, the conversation and focus of team meetings should be deeper and more productive in Year 2.  There will be more willingness to give and receive feedback, and more openness to trying new strategies in the classroom.  


5. Ideally, each teacher team participates in a mid-year curriculum planning practicum.  Teams may be freed for 1-2 days through substitute coverage, or engage in a series of after-school and/or weekend sessions.
.

6. A representative team from the school participates in a “Critical Friends” partnership with a team from another school.  Each team visits the other school in a structured 2-day visit that results in oral and written feedback for the host school.


7. The leadership team,  in conjunction with the in-house facilitator, takes on increasing responsibility for facilitating its own work—creating agendas, facilitating meetings, and writing minutes that are communicated with the faculty.  It continually revisits its agenda and action plan—increasing its scope of work and deepening the level of structural change in the school.  For example, in year 2, the team may decide the school is ready for a more significant change in schedule through longer blocks of learning time.

Driven by their investigation of data, likely areas of focus for the leadership team in Year 2 include:

· Eliminating tracking and rigid ability grouping to ensure equity in learning opportunities and results

· Lowering student-teacher ratios through structural changes such as 2-person teams and multi-disciplinary curriculum (humanities, math/science)

· Strengthening parent/community involvement including participation in decision-making

· Personalizing student-adult relationships through structural changes such as mentoring, looping, advisory groups, etc.

· Ensuring student access to health and other community services 
· Deepening a school-wide focus on literacy

8. Using the Turning Points benchmarks, the leadership team conducts the annual assessment at the end of year 2, makes recommendations about changing or continuing the faculty study groups on the identified challenge areas, and revises the professional development plan for year 3 

Summer – Year 2

1. Regional summer leadership institute 

2. School-based summer institute for faculty focused on Improving Teaching, Learning, and Assessment. 

3. School-based leadership team planning meeting.

Year 3

All Year 1 and 2 key activities continue.  In addition…

1. A central focus in year 3 is on the development of the school’s capacity to  sustain the process of continuous improvement.  Faculty members take increasing responsibility for facilitating team meetings, study groups, and the leadership team.


2. Conduct the self-study with faculty, administrators, students, and possible parents.


3. After receiving the data from the year 3 self study survey, the leadership team facilitates faculty sessions aimed at assessing progress and preparing for a “School Quality Review”  (see Guide to the School Quality Review). Guided by the Turning Points Benchmarks, the school assesses its progress in improving student learning through implementation of the Turning Points design.  Student achievement data is collected and reviewed in addition to other indicators.  The self-assessment results in a School Portfolio.


4. In completing the “School Quality Review, ” the school presents the results of its self-assessment  and the School Porfolio to a visiting team for review and feedback.  The leadership team uses the self-assessment and visiting team critique to formulate goals and an action plan for the next three years.  If appropriate, the school may become a “demonstration school” as a result of the review, thereby reducing the level of external services received. (See Affirmation Plan for a full description of a demonstration school).  The Turning Points model presumes a three to five year implementation period.  However, some schools will take longer and others will take less time.  As long as a school is showing regular progress and growth, it is reasonable for a school to remain a member school for more than 3 years.  

(Note, the self-study will not be administered again until Year 5.)

An Effective coach is able to:





Establish credibility


Maintain objectivity


Model strong facilitation


Be an active listener


Empower teachers to reflect on practice


Understand the nature of change


Communicate effectively
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