Principals as Equity Leaders
The Role of Central Office Leaders in Supporting Principal Success
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. Speaking:
Q&A, but you can submit i
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Participants” and then
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chat box.
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Thought Leadership Session at the AASA
National Conference on Education

The Personalization of Education | February 13-15, 2020 | San Diego Convention Center, San Diego, CA | www.aasa.org

The

of Education

REGISTER NOW

Friday, February 14
12:45 - 1:45 pm

Investing in Principal Supervisors to
Lead School Improvement

Educating all children at high levels depends largely
upon having effective school building principals. Yet,
skill at implementing quality systems for recruiting,
developing and evaluating principals, is not
universally strong. Superintendents and Principal
Supervisors agree that quality principal supervision
programs should be a high priority. This session
highlights strategies and tools developed by school
districts and researchers with support of the Wallace
Foundation that assist districts to select and develop
principal supervisors. Highly skilled principal
supervisors provide on the job support, coaching and
supervision for building leaders to lead school
improvement.
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Handouts and Resources

Check downloadable links in the “Chat” box for your quick
reference:

~ http://www.aasa.org/uploadedFiles/CEL-4D-Smart-
Card.pdf

- http://lwww.aasa.org/uploadedFiles/CEL-Principal-
Support-Framework.pdf

Webinar Recording and Files:

— http://www.aasa.org/webinars.aspx
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Poll Question

Who is in the room?

* Superintendents.

* Principal Supervisors.

« Chief of Academics.

 Human Resources/Talent Development.
* Universities.

* Non-profit organizations.
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Goals for Webinar

Participants will:

« Better understand the importance of developing expertise
and reciprocal accountabillity.

« Understand expertise that principals need to lead for
equitable outcomes.

« Understand how central offices can best support
principals in their leadership for equitable outcomes.
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Essential Questions

 What is CEL’s perspective on equity and how does
supporting principals play a role in this belief?

* What are the connections to equity in CEL's 4
Dimensions of Instructional Leadership Framework?

 How can a principal and central office staff support
equitable outcomes for all students?
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Agenda

* Overview of research on principal expertise (focused on
CEL’s 4 Dimensions of Instructional Leadership
Framework).

« Overview of research on how central offices best support
principals (focused on CEL’s Principal Support
Framework).

Questions and answers.
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What is CEL’s perspective on equity
and how does supporting principals
play a role in this belief?

Goal. Deepening understanding of the role of
principal as a courageous leader.

The importance of prioritizing what principals need
to know to focus on equitable outcomes.
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Thank you Valerie for the introduction and framing our learning. 



our vision

Transformed schools

empowering all students
regardless of hackground, to create

LIMITLESS FUTURES

for themselves, their families, their communities,
and the world.
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This is CEL’s vision.  


We partner with

courageous leaders x

illl1 classrooms, schools, and the systems that support
them

to eliminate educational inequities

by creating cultures of rigorous
teaching, learning, and leading.
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This is how they work. 
This is where you, and your work as a leader, comes in.   Note the focus on creating cultures of rigorous teaching, learning, and leading in service of the elimination of educational inequities.  
We don’t separate the work of growing and evaluating teaching practice from the work of equity.  One is in service of the other.  Without improved teaching, we will not eliminate inequity, and without specifically addressing equity, we will not create the rigorous cultures of teaching and learning that allow for limitless futures.  
Throughout our work in Stage I and II, you will have opportunities to deepen your instructional knowledge as you analyze and strengthen your ability to lead with an equity-stance.  
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This is how they work. 
This is where you, and your work as a leader, comes in.   Note the focus on creating cultures of rigorous teaching, learning, and leading in service of the elimination of educational inequities.  
We don’t separate the work of growing and evaluating teaching practice from the work of equity.  One is in service of the other.  Without improved teaching, we will not eliminate inequity, and without specifically addressing equity, we will not create the rigorous cultures of teaching and learning that allow for limitless futures.  
Throughout our work in Stage I and II, you will have opportunities to deepen your instructional knowledge as you analyze and strengthen your ability to lead with an equity-stance.  


If students are not learning, they are not being afforded
powerful learning opportunities.

Teaching is a highly complex and sophisticated endeavor.

Practice of SOPhisticated endeavors only Improves
when itisopen to public scrutiny.

Improving practice in a culture that is “public” requires reciprocal
accountability.

Reciprocal accountability implies a particular kind of leadership
to improve teaching and learning.

Leaders cannot lead what they don't Know.


Presenter
Presentation Notes
Michele
 Foundational ideas

in service of equity, we work from a set of foundational ideas, please listen for 


Two-Part Equation

Common language for Knowing how to lead
high-quality instruction for that

Instructional Instructional
Anatomy Leadership

w
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To really lead for equity, 


Leaders cannot lead what they do not know.

Expertise Matters.
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We’ve been sharing assessment data that suggests we need to develop our expertise

We do not have fully developed or shared vision for describing teaching and learning - of what ambitious teaching and learning looks like for each and every student 
Notice & Wonder

And we still have way to go to become experts in the Orchestration of professional learning






 EXpertise affects what we notice.
 EXxpertise can be developed.

 Practice makes Expertise.
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What we know about expertise – affects what we notice – story about exterminator
Can be developed through well structured and facilitated learning experiences
Can be further developed through practice



D
What expertise IS

Problem-
Solving

Hypothesizing

Questioning

Recognizing
& Responding
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EXPERTISE IN ANY FIELD = actions, what we know AND DO

EXPERTISE IS TIED TO ACTIONS: THIS IS WHAT YOU DO WITH EXPERTISE AND HOW YOU KNOW YOU HAVE IT
IN ANY CONTEXT, IN ANY FIELD

Like we saw with the neurosurgeon who could see and analyze, at a glance, far more than we could

The better our mental representations, the more we can see;
The better our mental representations, the more we can pose questions, hypothesize and develop sound theories about why a particular state of teaching and learning exists;
The better our mental representations, the better our repertoire for problem solving and supporting next steps;
Detailed mental representations allow us to analyze and respond to situations much more effectively that we could otherwise.
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EXPERTISE IN ANY FIELD
Expertise =Detailed mental representations allow us to analyze and respond to situations much more effectively that we could otherwise.
Chess grand masters “see” the board differently than novices; they see complexities that are hidden to a novice AND THEY ANTIPATE MORE MOVES

Glance at a game in progress and know which direction the game might take, what a good move might be, various weaknesses and strengths of the players’ positions and devise better potential moves that are likely to be effective; analyze a position in terms of general patterns AND zero in on individual pieces, mentally move them around the board to see how such moves would change the patterns; quickly examine strings of possible moves and countermoves in great detail. Chess masters have a view of the forest that novices lack, and they can zero in on the trees, too.

Expertise = better mental representations = able to ask better questions, hypothesize, imagine alternatives, see alternatives, recognizing and responding patterns, better “if – then” 

Experts excel in the elaborateness of their understandings, their ability to pose alternative explanations and to formulate reasoned interpretations of events, and their use of corroborating evidence. NRC, 2000
Characteristics that distinguish expert from less expert noticing include detailed hypothesizing, breadth and depth of elaboration, and the ability to see a learners’ metacognitive behaviors as well as pivotal events during instruction.      Ross & Gibson, 2010


Poll Question

What is the primary role of a principal in your school
system?

A. CEO.

B. Building manager.
C. Instructional leader.
D

. Depends on principal skill set.
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It’s all about instructional leadership!

Goal. Deepening understanding of the role of
principal as an instructional leader.

The importance of prioritizing what principals need
to focus on as an instructional leader.
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Next we are going dig into the actual that instructional 




Our 4D™ |nstructional
leadership framework
identifies a vision for
principals and other
school leaders who want
to improve instructional
practice. The framework
IS organized into four
dimensions:

i""f SA o CENTER for EDUCATIONAL LEADERSHIP &ﬂ_@_@

UNIVERSITY OF WASHINGTON + COLLEGE OF COUCATION

THE SCHOOL SUPERINTEMDENTS ASSOCIATION



Presenter
Presentation Notes
Michele 

quick overview

We worked hard to analyze the research to determine the high impact strategies of what principals do


Shifts in Thinking About Instructional Leadership
From: To:

* A generic concept. * A well-defined set of practices.

* Principal, the sole instructional Principal, the “leader of

leader. leaders.”

* Improving practice, an « Improving practice, a daily
occasional PD activity. concern.

* Some use of data. « Improving practice highly

dependent upon evidence.

* Primary focus on instruction.

Creating conditions and
supports for quality instruction.
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we believe that that the 4 D brings these shifts


SUBDIMENSION

111 1

Knowing what high quality
Instruction looks like.

Using a framework to develop a
common language.

Knowing how to collect and analyze
gualitative data from classrooms.

Providing useful feedback to
teachers.

Supporting teachers’ professional
learning.
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Segue – what you talked about was. . ..
Specifically, 
in observation and analysis of teaching
Feedback to teachers
Orchestration of professional learning

We believe these are the cornerstone knowledge and skill sets that every principal needs

From understanding of systemic

implicit bias supports deficit 


SUBDIMENSION

_

!

Equity: Understanding how systemic
racism and bias impact our ability to see
effective instruction.

Implementing common instructional
approaches that support students from a
variety of backgrounds and experiences.

Equity: Understanding how implicit bias
interferes with objective observation and
analysis.

Using an equity lens to understand and
analyze what each student is learning
and being asked to do in relation to high
guality standards.

Equity: Rooting teacher growth in the
strengths and needs of all learners.

Equity: Ensuring teachers are learning
and developing high impact practices to
support all learners.
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What Max just shared is critical for all leaders in all school, being courageous leaders, more expertise is needed, in this dimension, here is the equitable based 

Segue – what you talked about was. . ..
Specifically, 
in observation and analysis of teaching
Feedback to teachers
Orchestration of professional learning

We believe these are the cornerstone knowledge and skill sets that every principal needs

From understanding of systemic

implicit bias supports deficit 



Poll

Our school system has clarity and consensus on the role
and work of principals as instructional leaders.

A. Very much so.
B. Getting closer with more work to do.
C. Progressing — wish we were further along.

D. Just beginning — with much more work to do.
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Take a table poll. Each person individually votes


It’s all about instructional leadership!

Goal: Deepening understanding of the role of
principal as an instructional leader.

The importance of prioritizing what principals need
to focus on as an instructional leader.
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Principals surveyed in 2013:

Principal job has become Job responsibilities

too complex. very different from
S years ago.

Markow, D., Macia, L.& Lee, H. (February 2013). The MetLife Survey of the American Teacher: Challenges for
School Leadership (ERIC Record Number: ED542202). New York, NY: Metropolitan Life Insurance Company.
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Percentages seemed more important than the picture of the article (citation included at the bottom)

 Just as with teachers, principals are currently experiencing an unprecedented focus on their performance and effectiveness while also having to lead numerous new initiatives including teacher evaluation and Common Core.

Additionally, we know, that on average, principals currently spend less than 5 hours per week on activities that research shows has the potential to impact teaching practice

Not surprisingly:
75% feel their job is too complex
And
69% say their jobs are very different than just five years

While central offices are getting greater clarity on principal evaluation and accountability, it is not clear that they are making great strides in figuring out how to support principals while improving their performance.  
One current trend regarding principal support is a focus on the role of the principal supervisor.  We applaud these efforts, but think that central offices need a broader frame for thinking about what principals need.



Challenges Faced by Principals

 Instructional leadership has not previously
been a focus.

* Varying demands from Central Office.

« Varying levels of support from Central
Office.

 Clarity on their roles as a principal.

« Clarity on expectations for school’'s
success.
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Instructional Leader

“If you want to leverage improvement in a school system, the most critical role is

the principal.”

p

Which will
be abletodo Y V result in

achievement
for all
students!

teachers will do Z

Sparks, D. (2005) Explain, inspire, lead: Interview with Noel
Tichy. Journal of Staff Development, 26(2), 50-53.
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understand that expertise that principals needs to develop 

If you believe that that the critical 



Big ldeas
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Let’s get real, 


Our Principal Support
Framework illustrates what
It means for district leaders
to support principals as
Instructional leaders.

The framework defines
three action areas, each
with indicators of success:
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hard things principal , make sure that there is a shared vision, make sure that there is a robust system, make sure that principal,are engagng 
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A Shared Vision of Principals as Instructional Leaders

The school system has defined, clearly and in detail, what it expects principals to
do as the instructional leaders of their schools. It selects and evaluates principals
based primarily on whether they can successfully execute those practices.

* Principals understand the school system’s expectations for
their role and effective practice as school instructional
leaders.

 That is the work they perform day-to-day, and effective
practices can be sustained over time.
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Rationale for Action Area 1

Shared vision and understanding of the principal as an
Instructional leader.

« Clarifies principal expectations and day-to-day work as
Instructional leaders.

» Becomes the basis for professional learning, assessing
and measuring performance.

 Drives the hiring of principal candidates.
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Ultimately the rationale, basis for professional learning 

Shared understanding creates expectations for their work; a way to benchmark their own practices.
Shared vision Guides hiring, professional development, support, and evaluation
Clarity essential for accountability
Return to the 4D as context




Action Area 1
Shared vision of principals as instructional leaders

Principal Role

Instructional
Leadership
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Principals have many roles / responsibilities.


Action Area 1
Shared vision of principals as instructional leaders

Principal Role

Instructional Leadership
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CEL idea: instructional leadership role is primary.


What Is instructional leadership, as understood in
your district?
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People in district may not have a shared vision / understanding / agreement on what instructional leadership looks like.


Action Area 1
Shared vision of what instructional leadership Is

Instructional Leadership
Instructional leadership
Instructional leadership it raeaereie e
Instructional Ieadership A
Instructional Ieadership O e i
|nSthCti0naI |eaderShip ® i i iis s essasssssasaaaas
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District needs to have shared vision of what instructional leadership looks like / involves.
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System of Support for Developing Principals as

Instructional Leaders

The school system has created a system of differentiated and targeted supports to
support principals’ growth as instructional leaders.

* Principals have the skills, tools, and supports that they
need to grow and successfully apply the system’s high-
priority instructional leadership practices.
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Rationale for Action Area 2

« Supervision is an insufficient lever to improve practice.

* Principal professional development is often outsourced,
topical in nature, and led by a variety of departments.

* Few intensive and intentional job-embedded opportunities
to improve instructional leadership skills.

* Few formal opportunities for principals to collaborate to
Improve their practice.
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Action Area 2: What We Are Learning

Start with principal learning systems that include:

* Professional development.

« Coaching.

Implement

« Mentoring.

Collaborate >

* Principal agency/collaboration.

© Explore

THE SCHOOL SUPERINTEMDEMNTS ASSOCIATION
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Make sure to discuss that this is not about the principal supervisor as the new education superhero as well as your thoughts that span of control is not as critical if these other pieces are in place.




What We Are Learning (cont’d)

Includes principal supervisors who possess:
« Deep understanding of effective instructional practices.

« Deep understanding of effective leadership practices,
especially instructional leadership and human capital

management.

« Adult teaching and coaching skills to help principals
learn and develop; for example, working from evidence,

working from problems of practice.
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S
Systems of Principal Professional Learning:

Key Concepts

Ownership, agency, and choice

Rooted in school context. Principal performance needs.

What the school needs. What the principal needs.

.4

Access
Expertise, coaching and mentoring from peers, supervisors
and other central office leaders.
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Principal learning must be based on



Principal Learning Systems:

Resources and Structures

Principal
Supervisors

Professional

Developers
Mentors
Coaches

Subject Matter
Experts
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1:1 Visits
Networks / PLCs
Affinity Groups

Professional
Learning Sessions

Triads

SUpPorting ldeas

Expanding opportunitie



Presenter
Presentation Notes
Max
Structurally it looks like
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Strategic Partnership Between the Central Office

and Principals

The central office develops systemic solutions that ensure instructional leadership
is the primary job of principals.
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Rationale for Action Area 3

* Principals need more time for instructional leadership.

* Principals don’t always know what they need from the
central office.

« Compliance and monitoring are not the same as a
strategic partnership.

» Central office has the potential to add value to schools!
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A Major Iteration of Action Area 3

Add Value to
Principals

Efficient +
Integrated

Differentiated

: Proactive
Service

Learning Org
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Why AA3 had the most revision 
Too prescriptive
Reflect the adaptive changes they need to occur
Made the decision to focus on central/home office role, because it is where people were asking for the most help and we saw the least resources
We knew we needed to rethinking the action area, but also knew that there isn’t a large body of research to draw on.   But there is a good body of research and thought leadership out there about adaptive change and public sector reform.  <slide with book covers: Switch, Drive, Street Level Bureaucracy, The Best Medicine, orgs: Code for America, Carnegie, Wallace, Meredith>  
Also synthesized our early interviews on the project and the thinking of leaders in the room and back home (Amanda)
Share the goal and TOA of AA3 Run through key ideas and give a concrete example of what it might look like (keep these simple, frame away from prescriptive)
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Why AA3 had the most revision 
Too prescriptive
Reflect the adaptive changes they need to occur
Made the decision to focus on central/home office role, because it is where people were asking for the most help and we saw the least resources
We knew we needed to rethinking the action area, but also knew that there isn’t a large body of research to draw on.   But there is a good body of research and thought leadership out there about adaptive change and public sector reform.  <slide with book covers: Switch, Drive, Street Level Bureaucracy, The Best Medicine, orgs: Code for America, Carnegie, Wallace, Meredith>  
Also synthesized our early interviews on the project and the thinking of leaders in the room and back home (Amanda)
Share the goal and TOA of AA3 
Run through key ideas and give a concrete example of what it might look like (keep these simple, frame away from prescriptive)



Goals for Webinar

Participants will:

« Better understand the importance of developing expertise
and reciprocal accountabillity.

« Understand expertise that principals need to lead for
equitable outcomes.

« Understand how central offices can best support
principals in their leadership for equitable outcomes.
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