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Today’s Presenters



The Leadership Network

The Leadership Network is designed to extend a leader’s learning around 
instructional leadership and building routines in the Blueprint for Systemic 
Reconfiguration by:
▪ extending current understanding of the Blueprint
▪ gaining insights from other Building Principals in Blueprint installing districts 



Buildings

District

Teachers

Students

How does this graphic represent the Blueprint meaning of AT SCALE?



Session Logistics

SCECHs



Today’s Objectives

1. Understand the role of feedback in developing others by 
practicing with tools for providing feedback. 

2. Strengthen the competencies (Developing Others, Monitoring and 
Directiveness) required to lead people, support organizational 
growth, and drive gains in academic and non-academic student 
growth.

3. Grow our individual and team capacity for leading the work of 
systemic reconfiguration by learning from one another.



Today’s Agenda

Welcome/Network’s Purpose
Inclusion Activity
Feedback to Develop Others
Blueprint Leader Competencies - Monitoring and Directiveness
Unconference
Extended Learning Activities
Planning: Work with facilitator to action plan



Where to Find Session 
Resources



Norms
Share ideas.

Encourage others to share.
Commit to confidentiality.

Ask questions.
Respectfully challenge thinking.

Be fully present.
Take care of your needs.

Use technology to enhance learning.





2 Truths & 1 Lie

❏ On the index card provided, write two true 
statements about yourself (fun facts, 
hobbies, interests, past experiences, etc.) 
and one lie.

❏ In small groups, take turns sharing your 
three statements, giving others an 
opportunity to guess which statement is 
false.

❏ If you find that you have a common interest 
or experience, share it with one another.



Processing Partners  

On a piece of paper draw a 
triangle….You are going to find 
3 partners

❏ Partner 1: Favorite 
Holiday Food

❏ Partner 2: Favorite 
Holiday Activity

❏ Partner 3: Favorite 
Dessert

1

23



Objective: Understand the role of feedback in developing others by practicing 
with tools for providing feedback 

Feedback



Defining Feedback
A dynamic process that uses dialogue 
and evidence to engage a learner, 
internally or with a learning partner, in 
constructing knowledge that results in 
changes in practice, performance, and 
self.

Joellen Killion - The Feedback Process
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What do we think about 
“feedback”?

“Feedback is among the most common 
features of successful teaching and 
learning. But, there is an enigma: while 
feedback is among the most powerful 
moderators of learning, its effects are 
among the most variable.”
-John Hattie



When has feedback NOT been helpful to 
you?
● Reflect on a time when you received feedback that you did not 

perceive as helpful 
● Share these stories briefly (1-2 minutes each) with your 

colleagues at your table 
● Why was the feedback not helpful? 
● Was it the type of feedback, or something else about it that 

limited its potential to be helpful for your learning or practice?



When HAS feedback been helpful to you?

● Reflect on a time when feedback was helpful to you.
● What attributes of the feedback itself, or the conditions 

surrounding it, made it effective?
○ Individually, list the attributes/conditions on sticky notes.
○ Share and compare your notes with those at your table.
○ Whole group: What are we noticing?



Understanding the Context for Feedback

Physical and 
Emotional
Readiness for 
Feedback

Learner 
Mindset

Cognitive 
Readiness

Culture for 
Learning/Risk 
Aversion

Nature of Learning 
Task



References - Understanding the Context for 
Feedback

Physical and Emotional Readiness:
Stone, D. and Heen, S. (2014) Thanks for the feedback: the science and art of receiving feedback well.  New York: Penguin
Rock, D. (2008) SCARF: A brain-based model for collaborating with and influencing others. NeuroLeadership Journal, 1, 78-87

Cognitive Readiness:
Bing-You, R. G. and Trowbridge, R. I. (2009) Why medical educators may be failing at feedback, JAMA, 302 (12), 1330-1331
Carless, D. (2013) Sustainable feedback and the development of student self-evaluative capacities. Reconceptualizing feedback in higher 

education: Developing dialogue with students (p 113-122). London, UK: Routledge

Culture for Learning:
Bambrick-Santoyo, P. (2012) Leverage leadership. San Francisco: Jossey-Bass

Nature of Learning Task:
National Research Council (2001) Science, evidence and inference in education: Report of a workshop by the Committee on Scientific 

Principles in Education Research.  Division of Behavioral and Social Sciences and Education, National Research Council.  Washington 
DC: National Academy Press

Learner Mindset:
Dweck, C. (2000) Self-Theories, o. 117-19: Hove: Psychology Press



Article Jigsaw - Feedback

1. Each table group is a  "Home Group" 

2. Each person at the table takes a different article to read. 

3. Get into your “Expert Group” made up of the same article selection.

4. In your “Expert Group” read the article looking for Key Feedback do’s 
and don’ts. Share and compile as an ”Expert Group”. 

5. Reconvene into your "Home Group" and each "Expert" reports the 
information learned.

6. Jot down notes on your reading guide.





So, What is Feedback?
Feedback is about helping people understand what prevents them 
from reaching their goals . . . data that helps illustrate the current 
reality compared to the desired reality. Feedback helps people to set 
goals.

Feedback is about reinforcing appropriate behavior.

Feedback is intended to raise awareness of strengths, highlight areas 
for improvement, and motivate change.



A Continuum for Feedback

Stages Feedback Type

Dependent
Direct - Supervisor/coach gives feedback to teacher 
and then teaches the teacher in the feedback 
conversation

Independent
Indirect - Supervisor/coach invites teacher to reflect on 
the observed teaching and follows up on those 
teaching practices that the teacher brings up, and 
hopefully finishes the conversation with a reflective 
question.

Interdependent
Collegial - Supervisor/coach poses reflective question 
in a conversation and engages in further dialogue in 
the future if the teacher so chooses.

Poston, William K. (2004) The Three-Minute Classroom Walkthrough: Changing School Supervisory Practice One Teacher at a Time



Research by John Hattie (Visible 
Learning) shows an effect size for 

feedback of 0.7.  

What does quality feedback look like, sound like, and feel like?



Three Steps to Effective 
Feedback

Provide precise praise (See It): Start off with one or two 
pieces of precise praise from your observation.
Probe (See It): Ask a targeted open-ended question about the 
core issue.
Identify problem & concrete action step (Name It):  Identify 
the problem and state a clear, measurable, observable action 
step that will address this issue.

Adapted From:  Leverage Leadership (2012). &  Leverage Leadership 2.0 (2018).  Paul Bambrick-Santoyo



Provide Precise Praise

A real strength of your lesson was . . . 
I noticed . . . 
The teacher action I observed . . . 

Adapted From:  Leverage Leadership (2012). Bambrick-Santoyo 



Probe

● Narrow the focus
○ What would you like me to have noticed today?
○ I am wondering why . . .
○ How did the lesson align with . . . ?

● Begin with the purpose
○ What is the purpose of . . . ?
○ Why do we . . . ?

Adapted From:  Leverage Leadership (2012). Bambrick-Santoyo 



Identify Problem & 
Concrete Action Step

Goal:  Teacher to identify problem and concrete action
○ Probe
○ Ask scaffolded questions

● What evidence do you have that?
● Why does that . . . ?

○ Present evidence
○ (When all else fails) Tell

● I’m thinking you might want to . . . 
● I’d suggest that you . . . 

Adapted From:  Leverage Leadership (2012). Bambrick-Santoyo 



When Giving Feedback Remember . . . 
1. Less is More.

2. Face-to-face feedback 
makes the difference.

3. Having teachers think 
about their teaching 
improves performance.

Adapted From:  Leverage Leadership (2012). Bambrick-Santoyo 



Effective Feedback in Action

Leverage Leadership (2012). Bambrick-Santoyo 

http://www.youtube.com/watch?v=azcehnFQC5o


Scenario-Feedback Practice 

John has been teaching history for six years.  You and your 
Central Office partner observed his class and observed him 
standing at his computer podium lecturing using a PowerPoint 
presentation for 30 minutes.  Most students appeared to be 
taking notes on John’s PowerPoint presentation. There were 
five students with their heads on their table. 



Praise, Probe, Action Step Practice

1. Praise:  Be as specific as you can.

2. Probe:  Help narrow the focus and ensure the purpose.

3. Action Step: Get the teacher to identify the problem and 
action step on his or her own.

Adapted From:  Leverage Leadership (2012). Bambrick-Santoyo 



Praise, Probe, Action 
Step Partner Practice

Leverage Leadership (2012). 
Bambrick-Santoyo

http://www.youtube.com/watch?v=Z0HXDYYJSSE


Chalk Talk
● As a table group
● A Piece of Chart paper with a place to write
● A marker for each person



Chalk Talk

In the center of your chart paper place a small circle.  Each 
person writes statements regarding what they learned about 
feedback; you can add to another person’s statement. 

Rule: This is done SILENTLY.  





Change & Transitions
With using effective feedback, where are you?
Where is your staff? What might be a next step?

Bridges, W. & Bridges, S. 
(2016) Managing transitions: 
Making the most of change. 
Boston: De Capo Press



Objective: Strengthen the competencies required to lead people, support 
organizational growth, and drive gains in academic and non-academic 
student growth

Blueprint Leader Competencies



Why Competencies



Monitoring & Directiveness

What is it? 

What does it look like if I can use this competency effectively?

How does Public Impact Define Monitoring & Directiveness?

The ability to set clear expectations and hold others accountable 
for performance



Monitoring and Directiveness

The ability to set clear expectations and hold others 
accountable for performance

What does it look like, sound like? 
What are examples and non-examples?



What might Monitoring & Directiveness look like as 
an Instructional Leader?

➔ “This is important to the success of each and every child; this is what we are 
doing.”

➔ The building newsletter to staff consistently has a column on improvement 
expectations and progress toward the building goals.

➔ The leader is observed having follow-up conversations on high-quality subject- 
specific instruction, offering specific feedback.

➔ A staff member challenges a building expectation, the leader holds a crucial 
conversation with the staff member.

➔ The leader is aware a staff member has not been using the district’s curriculum 
units, there is a conversation with the staff member, and the leader follows up by 
making several classroom visits including looking closely at common 
assessment scores of the staff member.

➔ Each and every staff member knows the building’s expectations and each 
student knows and understands student behavioral and academic expectations.



What You Might Hear or See of a Person weak in 
Monitoring and Directiveness . . . Non-Examples

● “I am not sure, this is what the district office told us to do.”
● The leader is aware that a staff member isn’t using the district curriculum units and 

chooses to not address it.
● A staff member challenges an expectation, the leader gives in.
● The leader expresses concern with others liking him or her. 
● The leader sets the expectation for an aligned curriculum and does not designate 

time for curriculum work.
● “I want everyone to do ‘X’”. There isn’t any checking for understanding or 

monitoring to see if “X” is being done.
● Not setting any expectations for staff or students . . . staff operates on islands and 

students do what they wish.



In order to effectively monitor & direct work, Blueprint 
leaders must . . .



Planning for Success

In order to effectively monitor & direct work, Blueprint leaders must . . .

▪ Utilize the Communications Driver System to build shared understanding 
around the District’s visions and sense of urgency

▪ Maintain focus on district and building performance indicators

▪ Connect district systemic supports to the needs of staff and students

▪ Support the use of the district’s Problem-Solving Driver to investigate and 
identify building issues 

▪ Allocate resources equitably not equally

▪ Determine how to track progress & routinely hold conversations about the 
work that will impact performance indicators



If Monitoring & Directiveness is about holding others 
accountable for performance . . . how might we do that?



The Right Way to Hold People Accountable
According to Harvard Business Review, we need to aim for clarity in these areas:

1. Clear expectations - Using two-way communication, ensure clarity about the 
intended outcome, success criteria, and how to go about achieving the outcome. 
Ask someone to paraphrase to ensure that the message sent and message 
received are consistent.

2. Clear capability - What skills and resources do people need to be successful? Do 
they have those? If not, what is the plan for support to set them up for success?

3. Clear measurement - Agree on measurable targets and monitor routinely.

4. Clear feedback - Honest, data-driven, two-way communication about progress 
toward goals.

5. Clear consequences - Celebrate results and/or repeat the steps above to see 
where barriers might have been experienced.                                                                                                
Bregman, Peter (2016). The Right Way to Hold People Accountable. Harvard Business Review.



In order to be Directive, leaders need to have the 
courage and skill to face and hold difficult 

conversations.

Think about a challenging conversation that you have 
had, or that you need to have.



Why Are Some Conversations Difficult?

Crucial Conversations

Adapted from Crucial Conversations

OPPOSIN
G O

PIN
IO

NS

HIGH STAKES

STRONG EMOTIONS



Crucial Conversations

Adapted from Crucial Conversations

DialogueSilence Violence



What Can We Do To Stay in Dialogue?

Adapted from Crucial Conversations

Stay in the facts as much as 
possible - don’t fill in the stories of 
what we see and hear 

Own your behavior/words

Our stories will lead us to emotions Apologize when you need to - and 
mean it!

Our emotions will lead us to act Be vulnerable - and they might 
follow your lead



Situation Behavior Impact (SBI) Feedback 

1. Situation - Define the where and the when of the situation or the specific 
behavior that occurred 

2. Behavior - Define the characteristics, observable actions, verbal and 
non-verbal behaviors that you want to address (only behaviors you 
observed directly). 

3. Impact - Use “I” statements to describe the consequences of the 
behavior and impact of the behavior on others. What might others think 
and feel?
Provide some think time to absorb what you have said, encourage the 
person to identify specific actions to improve  

Adapted from: (CCL). C. for C.L., Weitzel, S. (2000).  Feedback That Works:  How to Build and Deliver Your Message.  North Carolina: Center for 
Creative Leadership.

                      



Scenario - Situation Behavior Impact (SBI) Feedback Tool

You have been working diligently on staff sharing their 
expertise with one another to build capacity of each staff 
member.  At an afternoon staff meeting, Mrs. Smith, a shy 
and very competent teacher, presented on high-impact 
student engagement strategies. During the presentation 
Nora (who had her back to Mrs. Smith) was talking and 
asking questions to the teachers at her table.  The noise 
limited others around the table from hearing Mrs. Smith’s 
presentation.



Situation Behavior Impact (SBI) Feedback Tool

1. Situation - Define the where and the when of the situation or 
the specific behavior that occurred 

Example: During yesterday afternoon’s staff 
meeting, when Mrs. Smith was presenting . . .

Adapted from: (CCL). C. for C.L., Weitzel, S. (2000).  Feedback That Works:  How to Build and Deliver Your Message.  North Carolina: Center 
for Creative Leadership.



Situation Behavior Impact (SBI) Feedback Tool

2. Define the characteristics, observable actions, verbal and 
non-verbal behaviors that you want  to address (only behaviors you 
observed directly).

Example: During yesterday afternoon’s staff meeting, 
when Mrs. Smith was presenting I noticed you talking to 
peers at your table

Adapted from: (CCL). C. for C.L., Weitzel, S. (2000).  Feedback That Works:  How to Build and Deliver Your Message.  North Carolina: Center 
for Creative Leadership.



Situation Behavior Impact (SBI) Feedback Tool

3. Use “I” statements to describe the consequences of the behavior 
and impact of the behavior on others. What might others think and 
feel?

Example: During yesterday afternoon’s staff meeting, when 
Mrs. Smith was presenting I noticed you talking to peers at 
your table. I, and others around you, were unable to hear 
Mrs. Smith and missed learning about some high-impact 
student engagement strategies.

Adapted from: (CCL). C. for C.L., Weitzel, S. (2000).  Feedback That Works:  How to Build and Deliver Your Message.  North Carolina: Center for 
Creative Leadership.



Situation Behavior Impact (SBI) Feedback 

1. Situation - Define the where and the when of the situation or the 
specific behavior that occurred 

2. Behavior - Define the characteristics, observable actions, verbal 
and non-verbal behaviors that you want to address (only behaviors 
you observed directly). 

3. Impact - Use “I” statements to describe the consequences of the 
behavior and impact of the behavior on others. What might others 
think and feel?
Provide some think time to absorb what you have said, encourage 
the person to identify specific actions to improve                        

Adapted from: (CCL). C. for C.L., Weitzel, S. (2000).  Feedback That Works:  How to Build and Deliver Your Message.  North Carolina: Center for 
Creative Leadership.

.



Scenario - SBI Practice Partner Work

One teacher on a teacher team reports to you that Stella, 
the most veteran teacher on the team, rarely completes 
the tasks that everyone has agreed to complete in 
between meetings.  The teacher shares that Stella 
grumbles about having lost her prep time in order to 
attend this mandatory weekly meeting and openly states 
that she does not feel compelled to engage in the team’s 
work.  You attend the teacher team meeting and note that 
Stella did not complete a team agreed upon task. 



Approaching Difficult Conversations

Think of a difficult conversation you need to have. 
Ask yourself:
▪ What do I want? For myself? For the other person?
▪ What is our mutual purpose? How can I truly be 

self-aware?
▪ Plan out an SBI conversation
▪ Run it by a peer



Connecting the Dots…..

We have outlined what feedback is, and two feedback tools: 
Praise, Probe, Action and SBI.

● In what situations might you use Praise, Probe, Action? In 
what situations might this not work?

● In what situations might you use SBI? In what situations 
might SBI not work?



Change & Transitions
With using effective feedback, where are you?
Where is your staff? What might be a next step?

Bridges, W. & Bridges, S. 
(2016) Managing transitions: 
Making the most of change. 
Boston: De Capo Press





Objective: Grow our individual and team capacity for leading 
the work of systemic reconfiguration by learning from one 
another

The Unconference Experience



● Pick a question that interests you 
● Talk with whomever is present, for 

as long as you want
● If you are not contributing or 

learning where you are, use your 
two feet and go to another question 
where you can contribute or learn 

The Unconference



How to Continue Network 
Learning….

Extended Learning Activities:
Find in the Blueprint Warehouse
Network
Extended Learning Activities



How to Continue Network 
Learning….

Potential Ideas for Extended Learning….
Learning Focused Partnership
District Leadership Meeting
Partner with someone in the room to follow up with
Blueprint Facilitator
Others?



Before You Plan Next 
Steps…..

1. Register yourself for professional 
learning (Network dates: 2/12 
and 4/15)

2. Complete Survey (emailed)



Differentiation Time
Determine how you want to spend the 
remainder of your time today to best prepare 
you for next steps:
★ Time with facilitator
★ Time with other SWFT members
★ Time with colleagues
★ Self reflection/planning my next steps
★ What extension activities am I 

committing to do
★ Other
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Follow the MI Excel Statewide Field Team on Social Media

Twitter - @Blueprint_SWFT

Facebook - MI Excel Blueprint Professional Learning

Instagram - @blueprint_swft
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