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Challenges of Turnaround Schools

Potential Leadership Pressures
● High stakes accountability assessments
● Low faculty morale
● Weak partnerships with parents, families, 

and the community
● Students performing below grade level
● High teacher turn-over

Today we understand that our strongest teacher leaders 
must remain inside the classroom to respond to gaps in 

student learning and to empower their colleagues to explore 
and master the art of teaching and learning.

-Cassie Erkens
Noonan, P., Erkens, C., Hinman, C., Huff, S., Jessie, L. G., Martin, T. L., . . . Williams, K. C. (2008). The collaborative 

administrator: Working together as a professional learning community. Moorabbin, Vic: Solution Tree.
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Learning Targets

▧ Creating a widely-dispersed leadership 
plan

▧ Identifying, equipping, and supporting 
teacher leaders

▧ Measuring the success of a teacher 
leader program

7
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Professional Learning Communities

10

DuFour, R., et al. (2010). Learning by doing: A handboo
for professional learning communities at work. 
Bloomington, IN: Solution Tree Press. 

Three Big Ideas of the 
Professional Learning Community

FFooccuuss  oonn  
LLeeaarrnniinngg

CCoollllaabboorraattiivvee  
CCuullttuurree

RReessuullttss  
OOrriieenntteedd

“A PLC is an ongoing process in which educators 
work collaboratively in recurring cycles of collective

inquiry and action research to achieve better 
results for the students they serve.”

DuFour, R., et al. (2010). Learning by doing: A handbook for professional learning communities at 
work. Bloomington, IN: Solution Tree Press. 
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Make a list of all of the ways teacher leaders can positively 
impact a professional learning community.

14

Relationships Trust Influence

with teachers and 
the leadership team

by being present 
and available

as experts and 
leaders

in content, 
pedagogy, and
PLC process

with teachers and 
the leadership 

team

Change and School 
Improvement
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Step one
Creating a widely-dispersed 

leadership plan

16

Widely-dispersed leadership is essential in 
building and sustaining PLCs, and it is 

important that individuals at all levels lead 
effectively.

DuFour, et al., Learning by Doing: A Handbook 
for Professional Learning Communities at Work (2010), p. 247

17

Teacher Leadership Opportunities

▧ Team Facilitators
▧ Department Chairs
▧ Mentors
▧ Co-teachers
▧ Teacher-Coaches
▧ Instructional Leadership Team*

19

Step two
Create systems for identifying, 

equipping, and supporting teacher 
leaders

20
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3-step process to ensure successful teacher leaders
▧ IIddeennttiiffyy the right teacher for job

○ Be clear about the role, responsibilities, 
and expectations for each teacher leader 
position with the entire faculty

○ Set a calendar for continuous learning 
opportunities

○ Designate a point person for this teacher 
leader team  (i.e.  A.P. Marrillia- Dept. Chairs)

22identify equip support

3-step process to ensure successful teacher leaders
▧ EEqquuiipp teachers to be successful leaders

○ Create initial and ongoing trainings for 
each role group

○ Determine what tools, playbooks, 
resources are needed for each teacher 
leader

○ Provide clarity around goals and timelines

23identify equip support

3-step process to ensure successful teacher leaders
▧ SSuuppppoorrtt teacher leaders by providing 

feedback, encouragement, and recognition
○ Create opportunities for teachers to 

reflect on their performance and to 
collaborate with other teacher leaders

○ Establish time to monitor goals and 
support next steps

24identify equip support

TTeeaamm  FFaacciilliittaattoorrss

25
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iiddeennttiiffyy equip supportTeam 
Facilitators

GGrreeaatt  tteeaamm  ffaacciilliittaattoorrss::
▧ Champion the PLC process
▧ Look for ways to remove barriers
▧ Focus on his/her sphere of influence
▧ Seek ways to make connections between the work of 

the team and the improvement of the school

iiddeennttiiffyy equip supportTeam 
Facilitators

28

GGrreeaatt  tteeaamm  ffaacciilliittaattoorrss  wwiillll::
▧ Facilitate the weekly collaborative team process
▧ Ensure agendas, minutes, and products are uploaded 

to shared drive
▧ Collaborate with other members of the school 

leadership team

identify eeqquuiipp supportTeam 
Facilitators

29

“A PLC is composed of collaborative teams whose 
members work interdependently to achieve 

common goals for which members are mutually 
accountable.”

—DuFour, DuFour, Eaker, Many, & Mattos Learning by Doing: 
A Handbook for Professional Learning Communities at Work

(2016), p. 12

identify eeqquuiipp supportTeam 
Facilitators

30

TTeeaamm  ffaacciilliittaattoorrss  wwiillll  bbee  ttrraaiinneedd  oonn::
▧ Creating a culture that is simultaneously loose and 

tight:
○ Meeting time
○ Standards-based instruction
○ Common formative assessments
○ Interventions

(DuFour, et al., Learning by Doing: A Handbook 
for Professional Learning Communities at Work, 2016)
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TTeeaamm  ffaacciilliittaattoorrss  wwiillll  bbee  ttrraaiinneedd  oonn::
▧ The Four Critical Questions of a PLC

○ Essential standards
○ Assessments
○ Interventions
○ Enrichments/Extension activities

▧ Protocols
▧ Critical Issues for Team Consideration
▧ Conflict Resolution
▧ Celebrations

identify eeqquuiipp supportTeam 
Facilitators

critical issues for team consideration.pdf

32

33

AAddmmiinn  wwiillll  pprroovviiddee  ssuuppppoorrtt  ttoo  tthhee  tteeaamm  ffaacciilliittaattoorrss  bbyy::
▧ Setting-up whole group/individual meetings to:

○ Reflect and collaborate on team progress
○ Celebrate team progress towards SMART goals
○ Listen to team concerns

▧ Offer professional learning opportunities on PLC, RTI, 
leadership, coaching, etc.

identify equip ssuuppppoorrttTeam 
Facilitators

DDeeppaarrttmmeenntt  CChhaaiirrss

34
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The powerful collaboration that characterizes

professional learning communities is a systematic

process in which teachers work together to analyze

and improve their classroom practice. Teachers

work in teams, engaging in an ongoing cycle of

questions that promote deep team learning. This

process, in turn, leads to higher levels of student

achievement.

The Critical Issues for Team Consideration guide

the collective inquiry and action research of each

collaborative team in a professional learning com-

munity. This plan book explores these issues in

greater detail at strategic intervals. You and your

teammates will be challenged to “build shared

knowledge”—to learn together—about each issue

and ultimately generate a product as a result of

your collective inquiry and action research.

10 Professional Learning Communities at Work Plan Book © 2006 Solution Tree • www.solution-tree.com

1. ___ We have identified team norms and proto-
cols to guide us in working together.

2. ___ We have analyzed student achievement data
and have established SMART goals that we
are working interdependently to achieve.

3. ___ Each member of our team is clear on the
essential learnings of our course in general as
well as the essential learnings of each unit.

4. ___ We have aligned the essential learnings with
state and district standards and the high-
stakes exams required of our students.

5. ___ We have identified course content and/or
topics that can be eliminated so we can
devote more time to essential curriculum.

6. ___ We have agreed on how to best sequence
the content of the course and have estab-
lished pacing guides to help students achieve
the intended essential learnings. 

7. ___ We have identified the prerequisite knowl-
edge and skills students need in order to
master the essential learnings of our courses
and each unit of these courses.

8. ___ We have identified strategies and created
instruments to assess whether students have
the prerequisite knowledge and skills. 

9. ___ We have developed strategies and systems
to assist students in acquiring prerequisite
knowledge and skills when they are lacking
in those areas. 

10. ___ We have developed frequent common form-
ative assessments that help us to determine
each student’s mastery of essential learnings. 

11. ___ We have established the proficiency stan-
dard we want each student to achieve on
each skill and concept examined with our
common assessments. 

12. ___ We have developed common summative
assessments that help us assess the strengths
and weaknesses of our program. 

13. ___ We have established the proficiency stan-
dard we want each student to achieve on
each skill and concept examined with our
summative assessments. 

14. ___ We have agreed on the criteria we will use in
judging the quality of student work related
to the essential learnings of our course, and
we practice applying those criteria to ensure
consistency.

15. ___ We have taught students the criteria we will
use in judging the quality of their work and
have provided them with examples. 

16. ___ We evaluate our adherence to and the effec-
tiveness of our team norms at least twice
each year. 

17. ___ We use the results of our common assessments
to assist each other in building on strengths
and addressing weaknesses as part of a
process of continuous improvement designed
to help students achieve at higher levels.

18. ___ We use the results of our common assess-
ments to identify students who need addi-
tional time and support to master essential
learnings, and we work within the systems
and processes of the school to ensure they
receive that support.

1     2     3 4 5     6 7 8 9     10

Not True of Our Team Our Team Is Addressing True of Our Team

Critical Issues for Team Consideration

Team Name:__________________________________________________________________________________________

Team Members:__________________________________________________________________________________

Use the scale below to indicate the extent to which each of the following statements is true

of your team.

7
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GGrreeaatt  ddeeppaarrttmmeenntt  cchhaaiirrss::
▧ Champion the PLC process
▧ Pursue academic innovation and collaboration
▧ Strive to support the members of the department in

achieving the mission and vision of the school
▧ Seek ways to make connections between the work of

the department and the improvement of the school

iiddeennttiiffyy equip supportDept. 
Chairs

36

GGrreeaatt  ddeeppaarrttmmeenntt  cchhaaiirrss::
▧ Facilitate monthly department meetings to align

essential standards and monitor SMART goals
▧ Collaborate with district leadership and disseminates

information to department members
▧ Collaborate with other members of the school

leadership team

iiddeennttiiffyy equip supportDept. 
Chairs

37

DDeeppaarrttmmeennttss  CChhaaiirr  wwiillll  bbee  ttrraaiinneedd  oonn::
▧ Leadership skills
▧ Communication channels within the school and district
▧ Best practices and the most current academic research

for content area
▧ Protocols for managing the department budget requests
▧ Conflict resolution

identify eeqquuiipp supportDept. 
Chairs

38

AAddmmiinn  wwiillll  pprroovviiddee  ssuuppppoorrtt  ttoo  tthhee  DDeeppaarrttmmeenntt  CChhaaiirr  bbyy::
▧ Providing additional planning time throughout the

semester as determined by the principal
▧ Scheduling collaboration time with other department

chairs and administrators

identify equip ssuuppppoorrttDept. 
Chairs
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MMeennttoorrss

39

Mentors serve as role models; acclimate new teachers to a 
new school; and advise new teachers about instruction, 

curriculum, procedure, practices, and politics. Being a mentor 
takes a great deal of time and expertise and makes a 
significant contribution to the development of a new 

professional.
- Harrison and Killion

Ascd. (n.d.). Ten roles for Teacher leaders. Retrieved March 26, 2021, from http://www.ascd.org/publications/educational-
leadership/sept07/vol65/num01/Ten-Roles-for-Teacher-Leaders.aspx

42

43

GGrreeaatt  MMeennttoorrss::
▧ Promote excitement about teaching and learning
▧ Approach school with a positive attitude
▧ Model continuous professional learning
▧ Enjoy collaborating with others
▧ Seek opportunities to celebrate successes

iiddeennttiiffyy equip supportMentors

44

GGrreeaatt  mmeennttoorrss  wwiillll::
▧ Provide one-on-one mentoring for a new teacher
▧ Establish weekly meetings
▧ Plan observation times to offer feedback to new

teacher
▧ Assist in orienting the new teacher to the culture of

the school
▧ Provide professional development throughout the year,

both formally and informally

iiddeennttiiffyy equip supportMentors
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MMeennttoorrss  wwiillll  bbee  ttrraaiinneedd  oonn::
▧ Good listening skills
▧ Time management
▧ Relationship Building
▧ Coaching Skills

identify eeqquuiipp supportMentors

46

AAddmmiinn  wwiillll  pprroovviiddee  ssuuppppoorrtt  ttoo  tthhee  mmeennttoorrss  bbyy::
▧ Release time for mentors to plan, observe, and reflect

with mentees during the school day
▧ The instructional coach will meet with the mentors

formally and informally to assist in supporting new
teachers

identify equip ssuuppppoorrttMentors

CCoo--TTeeaacchheerrss

47

Co-teaching

Co-teaching can become an extension of the 
professional learning community (PLC) and the 

critical work that collaborative teams do to 
ensure that all students are learning at high 

levels.

48
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GGrreeaatt  CCoo--tteeaacchhiinngg  tteeaammss::
▧ Understand that the co-teaching experience is a

means of professional learning
▧ Consist of teachers within the same collaborative

team who have the opportunity to co-teach at least
one period during the school day
○ One teacher with 4 or more years of experience
○ One teacher with 3 or less years of experience

iiddeennttiiffyy equip supportCo-Teachers

50

GGrreeaatt  CCoo--tteeaacchhiinngg  tteeaammss  ccoonnssiissttss  ooff::
▧ One new teacher who would benefit from:  content

support, classroom management skills, engagement
strategies, etc.

▧ One master teacher selected by the principal based on
content area need, collaborative teams, and teacher
compatibility. Teaching evaluations, learning walk data, and
administrative recommendation will be considered in
selecting applicants

iiddeennttiiffyy equip supportCo-Teachers

51

CCoo--tteeaacchheerrss  wwiillll  bbee  ttrraaiinneedd  oonn::
▧ Roles and responsibilities for teachers
▧ Co-teaching models
▧ Logistics

o Primary teacher for Infinite Campus purposes (new
teacher)
o Rooms
o Grades
o Parent communication

▧ Observation and feedback

identify eeqquuiipp supportCo-Teachers

52

AAddmmiinn  wwiillll  pprroovviiddee  ssuuppppoorrtt  ttoo  tthhee  ccoo--tteeaacchheerrss  bbyy::

▧ Creating common planning time
▧ Setting clearly defined classroom roles and

responsibilities

identify equip ssuuppppoorrttCo-Teachers
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identify equip ssuuppppoorrttCo-Teachers
AAddmmiinn  wwiillll  pprroovviiddee  ssuuppppoorrtt  ttoo  tthhee  mmeennttoorrss  bbyy::

▧ Each co-teaching team will be matched with an
instructional coach for the purpose of observation,
reflection and feedback as part of a continuous
improvement process

▧ The Instructional coach will work with the co-
teaching team to set and monitor SMART goals

Sample Co-teaching Schedule- Middle/High School 

PPeeeerr  CCooaacchh

55 56

Peer Coaches 

A peer coaching program is a cost-effective  
opportunity to expand the coaching footprint of 
a school when working to meet short- and 

long-term school improvement goals. 

12
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GGrreeaatt  PPeeeerr  CCooaacchheess  aarree::
▧ Content experts
▧ Master teachers willing to serve in a leadership role

while also remaining in the classroom

iiddeennttiiffyy equip supportPeer 
Coaches

58

PPeeeerr  CCooaacchheess  wwiillll::
▧ Lead embedded professional learning
▧ Work within their own collaborative team, but may

also support other teams in the school
▧ Dedicate time to peer coaching 1-2 periods during the

school day

iiddeennttiiffyy equip supportPeer 
Coaches

59

PPeeeerr  CCooaacchheess  wwiillll  bbee  ttrraaiinneedd  oonn::
▧ Coaching protocols for peer coaching conversations
▧ Preparing professional learning opportunities
▧ Coaching resources and toolkits

identify eeqquuiipp supportPeer 
Coaches

60

AAddmmiinn  wwiillll  pprroovviiddee  ssuuppppoorrtt  ttoo  tthhee  ppeeeerr  ccooaacchheess  bbyy::
▧ Allocating time and resources to the peer coaching

position, including time with the school’s instructional
coach(es) for planning and feedback.

▧ Setting clear expectations for staff on the roles and
responsibilities of the peer coach

identify equip ssuuppppoorrttPeer 
Coaches
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Instructional 
Leadership 

Team

The Instructional leadership team can collaborate with 
teacher leaders to provide quality learning 

opportunities for the whole faculty that connect and 
reinforce the big ideas of the PLC and support the 

specific collective commitments of the school.

62
CChhaarrttiinngg  tthhee  CCoouurrssee  ffoorr  LLeeaaddeerrss  ©©  22002211  SSoolluuttiioonn  TTrreeee  PPrreessss  ••  SSoolluuttiioonnTTrreeee..ccoomm  VViissiitt  

ggoo..SSoolluuttiioonnTTrreeee..ccoomm//PPLLCCbbooookkss  ttoo  ddoowwnnllooaadd  tthhiiss  ffrreeee  rreepprroodduucciibbllee..

Step three
Measuring the success of a teacher 

leader program

63

Measuring Success

Before a school can measure the success 
of program, the principal must determine 
wwhhyy there is a need for the program in 

the first place.

64
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Instructional Leadership Team Share Template

Facilitator: Date: 

Team Name: ILT Member: 

Here’s what.

What do the agendas reveal about the team’s 
productivity?

What do you observe in the classroom and 
team meetings?

Agendas Observation

So what?

What do these data reveal about the team?

page 1 of 2

15

REPRODUCIBLE
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Now what?

Together, the ILT generates next steps for the team. What are the next steps for the ILT member 
working with this team?

ILT ILT Member

Facilitator Reflection and Next Steps Additional Notes

page 2 of 2

16

REPRODUCIBLE

Charting the Course for Leaders © 2021 Solution Tree Press • SolutionTree.com
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Determine the Why for a Teacher Leader Program

❏ Stronger teaching practices
❏ Reduce teacher turnover
❏ Raise test scores
❏ Strengthen community and culture
❏ Encourage collaboration
❏ Increase student engagement

65

Factors to Consider...
▧ PPoossiittiioonnss

○ What teacher leaders positions will best align to
the school improvement goals?

▧ TTeeaacchheerrss
○ Are there teachers that have the time, skills, and

dispositions to fill these positions?

66

Factors to Consider...
▧ SSttuuddeennttss

○ Do these positions have the potential to directly
impact student learning?

▧ BBuuddggeett
○ Can the school budget sustain these leadership

positions over time?

67

Measuring Success- SMART Goals
▧ Team Facilitators

○ Seek ways to make connections between the work of
the team and the improvement of the school

▧ Department Chairs
○ Seek ways to make connections between the work

of the department and the improvement of the
school

68
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Measuring Success- SMART Goals
▧ Mentors

○ Assist in orienting the new teacher to the culture of 
the school

○ Provide professional development throughout the 
year, both formally and informally

▧ Co-teachers
○ Provide an extension of the PLC and the critical work 

that collaborative teams do to ensure that all 
students are learning at high levels.

70

71

Reproducible

Measuring Success- SMART Goals
▧ Teacher-Coaches

○ Hybrid role created for master teachers who are 
content experts and can serve as a coach for 1-2 
periods each day

72
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Mentor Teacher Teacher Year 

Determining Needs 

1. For the Mentor: 
What will the new teacher need to know about 
the everyday logistics of the school?  The 
department? The collaborative team? 

 

2.  For the Mentor: 
After discussing possible areas of support with 
the new teacher, determine focus areas for the 
first 12-18 weeks of the school year. 

 

3. For the Mentor and New Teacher:Together, 
the mentor and new teacher should choose a 
primary focus area.  Discuss potential steps 
needed to accomplish the goal. 

 

Setting Goals 

4. For the Mentor: 
Create your goal 
S- Strategic 
M- Measurable 
A- Attainable 
R- Results Oriented 
T-Time Bound 

 

Monitoring Progress 

5. For the Mentor: 
What data will you collect? 

 

6. For the Mentor: 
How will you know when you have achieved 
your goal? 
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Peer Coach Teacher Year 

Determining Needs 

1. For the Principal and Peer Coach:  Is there 
a need for content specific support?  New 
teachers? Are teachers changing grade levels 
or courses? New curriculum? New 
assessments? 

 

2.  For the Peer Coach:  Working with school 
leadership, determine the focus areas for your 
coaching.  Consider high leverage points that 
will impact teacher professional growth. 

 

3. For the Peer Coach:   
Using the information from steps 1 and 2, 
determine your primary focus area for this 
school year. Discuss your strengths as an 
educator/coach and explain what you are 
hoping to accomplish when working with your 
teachers. 

 

Setting Goals 

4. For the Peer Coach: 
Create your goal 
S- Strategic 
M- Measurable 
A- Attainable 
R- Results Oriented 
T-Time Bound 

 

Monitoring Progress 

5. For the Peer Coach: 
What data will you collect toward your goal? 

● Student data (assessment, attendance, 
discipline, etc.) 

● Teacher data  (attendance, attrition 
rates, job satisfaction surveys, etc.) 

 

 

6. For the Peer Coach: 
How will you know when you have achieved 
your goal?  What are your indicators for 
success?   
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7.   For the Peer Coach: 
What are important dates to mark progress? 

 

8. For the Principal and Peer Coach: 
How will you reflect on your progress?  
Celebrate wins?  Ask for support? Set new 
goals? 
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Reproducible

Measuring Success- SMART Goals

▧ SMART goals
○ Goals should align to school improvement 

goals
▧ Teacher Leader Goal Tracker

74

75

Reproducible

At the end of the day

Has your teacher leadership program:
● Created greater teacher efficacy?
● Helped improve the culture and climate of 

your school?
● Improved teaching and learning in your 

building?

76
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Teacher Leader Goal Tracker 

 

Teacher Leader Position: Teacher Name: 
 

Year: 

Description: 
 
 

School Mission: 
 

School Vision: 
 

Point Person: 

Long Term Goal: 
 

Progress Notes and Date: 
 
 

Progress Notes and Date: Progress Notes and Date: 

Short Term Goal 1: 
 

Progress Notes and Date: 
 
 

Progress Notes and Date: Progress Notes and Date: 

Short Term Goal 2: 
 

Progress Notes and Date: 
 
 

Progress Notes and Date: Progress Notes and Date: 

Short Term Goal 3: 
 

Progress Notes and Date: 
 
 

Progress Notes and Date: Progress Notes and Date: 

Short Term Goal 4: 
 

Progress Notes and Date: 
 
 

Progress Notes and Date: Progress Notes and Date: 
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77

TThhaannkk  YYoouu!!
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