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The MI Excel Statewide Field Team at Calhoun 
Intermediate School District proudly recognizes our partners in this work:

Eastern UP Intermediate School District

Gogebic Ontonagon Intermediate School District

Muskegon Area Intermediate School District

We are grateful for their willingness to share their 
expertise with us and the entire state. Thank you!



Session Description

Effective leaders understand the critical role they play in supporting 
both in the classroom and in their use of collaborative practices that 
impact teaching and learning. Participants will focus on how effective 
central office and building leaders understand those practices and 
skillfully lead and coach their teachers until these practices become 
the way we do business on a daily basis. Additionally, leaders will 
examine skills and competencies that assist leaders in building and 
maintaining effective teacher collaborative routines focused on 
instructional design, delivery, student learning, and collegial reflective 
practice.



Session Outcomes

Participants will: 
● Explore leadership competencies needed to model and 

support collaboration that impacts teaching and 
learning;

● Identify what it looks like for collaborative routines to be 
installed at scale;

● Gain a deeper understanding on how leaders skillfully 
lead and coach collaborative practices to become the 
way we do business.



District Action Planning Template



Grounding Activity

With a Partner: Do a gallery walk reading each of 
the quotes on Teacher Collaboration.

In the column on the left, jot notes about what 
you notice and what connections you are 
making. In the column on the right, note what 
leaders need to do to support the idea(s) lifted.



Teacher Collaborative Routines

“…collaboration among teachers paves the way for the 
spread of effective teaching practices, improved 

outcomes for the students they teach, and the retention 
of the most accomplished teachers in high-needs 

schools.”
~Berry, Daughtrey, & Wieder (2009)



Teacher Collaborative Routines

“Autonomy in lesson planning for all teachers only 
guarantees one thing: that some teachers will have the 

“freedom” to fail to plan effectively.”
Santoyo, P. Leverage Leadership 2012 p. 113



Teacher Collaborative Routines

“School leaders undermine teacher trust when they give 
verbal support to collaboration but fail to provide the 

time and resources for teachers to work together. To be 
effective, teacher teams may need changes in 

scheduling, access to student data, professional 
development and other forms of support.”

~Steven Moats (2008)



Teacher Collaborative Routines

“The idea of improving schools by developing 
professional learning communities is currently in vogue. 

People use this term to describe every imaginable 
combination of individuals with an interest in education –
a grade-level teaching team, a school committee, a high 

school department, an entire school district, a state 
department of education, a national professional 

organization, and so on.”
~Educational Leadership (2004)



Teacher Collaborative Routines

“School mission statements that promise “learning for 
all” have become a cliché. But when a school staff takes 

that statement literally – when teachers view it as a 
pledge to ensure the success of each student rather 

than as a politically correct hyperbole – profound 
changes begin to take place.”

~Educational Leadership (2004)



Teacher Collaborative Routines

“…several things must stop happening in order to 
enable meaningful collaboration. Schools must stop 

pretending that merely presenting teachers with 
standards is sufficient for ensuring that all students 

receive a common curriculum.”
~Education World (2017)



Teacher Collaborative Routines

“While providing time for educators in meaningful 
teams is a necessary condition for effective PLCs, it is 

far from sufficient. A professional learning community is 
not simply a meeting: It is an ongoing process in which 

educators work collaboratively in recursive cycles of 
collective inquiry and action research in order to 

achieve better results for the students they serve.” 
~Education Week Teacher (2015)



Teacher Collaborative Routines

“When teachers work together with their colleagues to 
look at student learning data, use it to determine student 

learning needs, and then determine their own learning 
needs based on what students need, they design 

programs that really help improve instruction. That’s 
social capital at its finest.”

~Laurel Killough (2011)



Teacher Collaborative Routines

“A process like that does not emerge by accident. It 
requires leaders at the district and school level to 

provide purpose and support for work to be done by 
collaborative teams and to maintain the groups’ focus 

on specific goals and initiatives.”
~Education Week Teacher (2015)



Processing the Activity

Whole Group Discussion:
● What are your major takeaways from the quotes? 
● What is important about the role of the leader in 

cultivating teacher collaboration?



Leader Reflection

Jot down notes in your planning template or journal: 
● What do I need to start doing/stop doing as a leader in 

order to support effective teacher collaboration?
● What support do I need?



Session Outcome: Gain a deeper understanding of 
how leaders skillfully lead and coach collaborative 
practices to become the way we do business.



Teacher Collaborative Routines



Teacher Collaborative Routines



Teacher Collaborative Routines- Floor 1



Teacher Collaborative Routines- Floor 2



Teacher Collaborative Routines- Floor 3



TCR- What We Want



Leaders Support Teacher Collaborative 
Routines
Locate the Observation Assessment Tool for Instructional Leadership Routines.

As a group, compare the list of leader actions/practices that you created with the 
actions in the assessment tool.
● Highlight or star what you had on your list. 
● Note what might be missing.

https://blueprinttoolsandresources.com/wp-content/uploads/2018/01/Installation-Observation-Tool-ILR-Mezzanine-Level.pdf


Leader Reflection

Jot down notes in your planning template or journal: 

● What do I need to start doing/stop doing as a leader in 
order to support effective teacher collaboration?

● What support do I need?



Session Outcome: Explore leadership competencies 
needed to model and support collaboration that 
impacts teaching and learning.



Blueprint Leader 
Competencies
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Monitoring & Directiveness

The ability to set clear expectations and to hold others accountable for 
performance  (Public Impact)

BluePrint Central Office Expertise 
Demonstrated

BluePrint Principal Expertise 
Demonstrated

BluePrint Teacher Expertise 
Demonstrated

8. the adeptness to ensure a strong connection between 
district systems, building-level routines, and classroom 
instructional practices;

9. the motivation and drive necessary to ensure that 
instructional-specific conversations are taking place 
throughout the district through practices intentionally 
designed to focus district conversations and partnering 
efforts on improving instruction of every teacher;

8. the adeptness to ensure a strong connection between 
learning goals and classroom activities;

7. the adeptness to ensure a strong connection 
between learning goals and classroom activities; 



Session Outcome: Identify what it looks like for 
collaborative routines to be installed at scale



Dramatic Improvement in Student, Teacher, and Leader Performance in a short amount of Time. 

The Blueprint:
Systematic Reconfiguration



Collegiality

“If students are to learn and grow, their teachers must do so too. 
Collegiality is the set of practices and culture that support this 

adult growth.The nature of relationships among the adults within a 
school has a greater influence on the character and quality of that 

school and on student accomplishment than anything else.” 
-Roland Barth



Collegiality

“Teacher collegiality is necessary in an era of continuous change and 
improvement. It is seen as an opportunity to involve many individuals in 

solving the complex educational problems of modern times. A wider 
range of demands can be addressed by using a collaborative approach 

than by individual, isolated efforts. Schools that do not support 
collegiality among their staff and allow their teachers to work alone in 

their classrooms waste human resources and contribute to 
disenchantment with teaching as a career.”

-Madiha Shah



Collegiality

“A collegial environment benefits everyone. When collegiality is 
the norm, students, teachers, and administrators work together, 
learn together, and grow together. The culture becomes infused 

with learning, and the school becomes a setting in which success 
builds upon itself. Despite its simplicity, however, collegiality is not 
easily attained and maintained. School leaders must be willing to 

invest everyone's time and energy, beginning with their own, in the 
process of continued renewal through working and learning 

together.”
-Thomas Hoerr



Essential Elements of Effective Collaboration
● Clarity of Purpose

○ Vision emphasizes learning for every child and every adult
○ Leader can promise all parents that the teacher responsible for their child is just one of many 

who are committed to the success of their children
● Norms of Collaboration

○ Group commitments necessary to achieve a respectful & productive working environment
● Resource Allocation

○ Adequate time; Safe space; Ensure that people get the support & training required to meet 
expectations

● Facilitation and Support
○ Ensures that teams have the data and evidence required to inform their decisions, the 

designs essential to guide their learning, and the support required to implement changes in 
practice

● Accountability for Support
○ Individually and collectively accountable to students and their families



How does the Blueprint support these 
elements?



Imagine this Scenario
Your school district has implemented early release days in order to provide time 
for teachers to collaborate. Today, is the first early release day of the school year.  
You and your three colleagues are fifth grade teachers from the same building.

Your district has emailed the following expectations outlining how teachers 
should spend their collaborative time –

Teachers are expected to meet in grade-level teams in their assigned building, for 
the entire time (1:15-3:15).

The focus of your collaborative time should be student achievement. 



Scenario

How did it go?

How is this similar to/different from things you have 
experienced?

If the goal of teacher collaborative time is to improve student 
achievement, did your time with your grade-level partners 
achieve this goal?

How might a Blueprint district approach this differently?



Video Example(s) of Teacher Collaboration

As you watch the video(s), jot down what you notice. 

● What do you observe that is effective? 

● What does this look like/sound like? 

● What is the role of the leader (within and prior to this 
collaboration)?



Leader influence on collective efficacy

“Leaders can also influence collective efficacy by setting expectations for formal, 
frequent, and productive teacher collaboration and by creating high levels of trust 
for this collaboration to take place. ‘Productive’ means that teachers' collaborative 

efforts can help to account for consequences in the classroom. The emphasis 
should be on identifying student learning needs and detecting problems that need 

to be addressed in classrooms, using a variety of evidence to determine if 
approaches made a difference, and making adjustments as necessary. When 

leaders ensure that dependable, high trust, collaborative structures are in place, 
teachers learn from and with one another and build common understandings.”

-Donohoo, J., Hattie, J., & Eells, R. 



Leadership and Support

“A growing body of evidence suggests that when teachers collaborate to pose 
and answer questions informed by data from their own students, their knowledge 

grows and their practice changes. The biggest risk in moving to establish 
collaborative inquiry is to do so without providing the necessary leadership and 

support. To start, schools and districts need to create a shared understanding of 
the purpose and value of collaborative inquiry among teachers and administrators. 

Other essential conditions include time for teachers to meet regularly and 
adequate investment in training and facilitation. Common lessons and student 

tasks that are meaty enough to merit collective investigation can serve as a 
structure for discussion.”

-J.L. David, 2009



TCR: Tools for Installation



Planning For Success

• What are the common planning times/dates and PD 
times/dates already built into the building 
schedule/calendar?

• What are the Teacher Collaborative teams you have in 
place and/or need to create? 

• Does your protocol utilize the District Problem Solving 
Driver System to ensure student success?

• How will the building leader utilize the Communications 
Driver System to ensure installation at scale?







Collaborative Teams---How?



East
Speculating-Likes to look at the 

big picture, the various 
possibilities,  before acting

South
Caring-Likes to know 

everyone’s feelings have been 
taken into consideration

North
Acting--Let’s do it!

Likes to act, try things, plunge 
in

West
Paying attention to details-

Likes to know the who, what, 
where and why, before acting

Build Trusting Relationships



Establish Norms

Norms are agreements about how we do things.
Some norms are informal and never written down.
Some norms are carefully negotiated and posted. 
Both kinds of norms impact behavior.

Which norms—formal or informal—exist in your school or on 
your team? How would you assess their effectiveness? What 
actions might need to be taken?



Collaboration Tool: Protocols 

What are Protocols? 

“A protocol is a set of guidelines for having a 
focused, structured conversation about some 
aspect of teaching and learning.”

-Venables, D. (2015)



Collaboration Tool: Protocols 

Why use Protocols? 
• Enable teachers to have meaningful, sustained 

conversations about teaching and learning.
• Structured to allow equity of voice and meaningful 

dialogue.
• Focuses conversation.
• Protects teachers who present their work.
• Enables teacher to give one another constructive critical 

feedback.



Collaboration Tool: Protocols 

• A vehicle for promoting collaborative work.
• Clear focus and purpose for conversation.
• Everyone participates – speaking, listening, questioning.
• Makes the most of limited time.
• Routine steps allows participants to focus on the 

conversation instead of thinking about what will come 
next or what to do.



Explore Protocol Resources

Individually or with your team, explore the resources and 
identify tools that will support the installation of TCR at scale 
in your context.

School Reform Initiative
http://www.schoolreforminitiative.org/protocols/

National School Reform Faculty
https://www.nsrfharmony.org

http://www.schoolreforminitiative.org/protocols/
https://www.nsrfharmony.org/free-resources/protocols/a-z


Use of Protocols

Explain how protocols enable educators:
• to learn collaboratively

• encourage reflection

• encourage professional collegiality

• build shared expectations



Leader Reflection

Jot down notes in your planning template or journal: 
● What do I need to start doing/stop doing as a leader in 

order to support effective teacher collaboration?
● What support do I need?



Individual or Team Time: Implementing our 
Learning



District Action Planning Template
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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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