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Description: Feedback and Leadership, part of the SURN Learning Leaders workshop series, is designed for principals, assistant principals, leadership team members, and central office leaders.
Feedback is one of the top ten most positive influences on student learning and achievement. At the heart of feedback is the premise that data collected on teacher and student performance should be used to reflect on practice and identify discrepancies between intended learning outcomes and what actually happens in our classrooms. In order for feedback to be effective, leaders need to provide “just-in-time, just-for-me information delivered when and where it can do the most good” (Brookhart, 2008, p.1). Feedback is a low-cost, high-yield leadership essential that can boost performance, efficacy, and learning climate in schools; however, much feedback is fraught with evaluative overtones and complex issues that limit impact.

How can school leaders provide feedback that is timely, useful, productive, and meaningful? In this one-day session, we will explore the functions and values of feedback to teachers, practice giving and receiving feedback, discuss options for when feedback falls flat, and learn strategies for transferring feedback into coherent, aligned, and measurable action in the classroom. 

Participants are invited to bring their real-world examples for strategy sessions. The workshop is designed for active participation as we learn with and from each other how to support a rich culture for deeper learning in our classrooms and schools. This workshop is appropriate for school leaders, teacher leaders, and any central office leaders who visit classrooms and provide feedback to teachers.

Essential Questions
What is learner focused feedback? 
What are the components of an effective, learner-focused feedback process?
What conditions are necessary in order to support an effective learner-focused feedback process?

Learning Intentions
· Explain importance of providing formative feedback to teachers.
· Develop an understanding of the rationale for and the definition of learner-focused feedback
· Recognize that effective feedback requires new understanding of goals, roles, and process.
· Enhance professional learning and improve practice by applying feedback process to a classroom case study.

	Personal Learning Goal
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DiPaola, M. (2014). Providing effective feedback to teachers: A critical task of instructional leaders [PowerPoint Slides]. Retrieved from https://surnprincipalacademy.wmwikis.net.


Feedback
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Formative Feedback to  Teachers
· Teachers attending to what happens to each student as a result of instruction. 
· Is most impactful when teachers are provided specific evidence about student performance. 
· Helps teachers determine the extent of their impact on the achievement of specific learning intentions for students. 
· This reflection process enables teachers to decide necessary or next steps in their instruction
	Notes:




The Feedback Process
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Killion, J. (2015). The feedback process: Transforming feedback for professional learning. Oxford, OH: Learning Forward, p. 64.
	NOTES:
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Where is your current practice? Where do you want to be? 
	Feedback
	Current Use
	Example
	Desired Use
	Potential Application

	Desistance
(red)
	
	
	
	

	Correction
(red)
	
	
	
	

	Approval/Disapproval
(red)
	
	
	
	

	Attribution
(yellow)
	
	
	
	

	Evaluation
(yellow)
	
	
	
	

	Assessment
(yellow)
	
	
	
	

	Analysis
(green)
	
	
	
	

	Construction
(green)
	
	
	
	

	Deconstruction
(green)
	
	
	
	





Frayer Model
	Definition (your words)Feedback to Teachers

	Facts or Characteristics

	Examples (from own experience)
	Non-examples (from own experience)



Effective feedback should answer the following questions:
· What are the specific learning goals that are expected?
· What progress is the teacher making toward meeting the goals for all learners?
· What can the teacher do to improve this progress?


Feedback is Data
· Data collected during classroom observation that is used to help teachers identify and reflect upon discrepancies between their intended learning outcomes and actual observed outcomes.
· What data can observers collect to inform teachers about their impact on student learning?
· How are the data collected, and do teachers know what to do with the data?
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What’s missing? Or needs improving or updating?


Let’s observe a lesson:
	Notes:



Follow up items:
1. Discuss with your table team what you observed. 
2. Spend a few moments and debrief the observation. 
3. Where might you begin in terms of providing feedback to this teacher?
4. How might learning leaders use video in the feedback process?


Guidelines for Giving Feedback about Classroom Observations*
*New Teacher Center @University of California, Santa Cruz

1. Base your feedback on observable evidence.
Collect data during observations and share these with the teacher. Avoid sharing our perceptions, justifications or conclusions. By analyzing the data together—you help the teacher draw conclusions.
Opinion: Students were unclear about what to do.
Evidence: When students were told to begin working, two left the classroom with passes; six walked around and chatted; five hands were raised; three approached the teacher with questions; ten got out papers and began working.

2. Reinforce evidence of effective practices.
As much as possible, share specific evidence of success before sharing evidence of problems—as long as the evidence is sincere. By reinforcing effective practices, rather than giving advice, the teacher knows what skills she/he has that can be expanded or built upon.
Advice giving: You should be more positive with the students.
Positive reinforcement: After you smiled and told J that his response was well thought out, he raised his hand enthusiastically to answer the rest of the questions posed. Your comments help create a positive learning environment.

3. Be specific rather than general.
Avoid labeling what was observed with general terms or educational jargon that may be interpreted
differently. Rather describe what the student and the teacher were actually doing. General: You were teaching a phonics lesson.
Specific: Students were listing words they knew that began with the letter /b/.
General: Students were practicing grammar.
Specific: Students were identifying and circling nouns in a list of sentences.

4. Describe rather than evaluate.
By avoiding evaluative language, positive or negative, the feedback will be more useful. If it’s negative, it is more likely the teacher will react defensively. Avoiding evaluative language also encourages the teacher to evaluate her/his own effectiveness based on your observations.
Evaluative: What a great lesson!
Descriptive: You connected the theme of this book to students’ personal lives during the transition then facilitated their small group discussions, helping them clarify their thinking with probing questions such as, ‘How do you know…?’
Descriptive: 10 minutes were provided for the transition. Most students answered the question in their journal in about 3 minutes. They spent the remainder of the time chatting or sitting.



Guidelines for Giving Feedback about Classroom Observations* (continued)
*New Teacher Center @University of California, Santa Cruz

5. Note the impact of the teacher’s behavior on the students.
Help the teacher see connections between his/her actions and the students’ behavior or learning. This helps
a teacher build an internal locus of control and their sense of efficacy. It also discourages blaming the students for what isn’t working well.
Evaluative: You need to develop a stronger presence.
Descriptive: When you stand at the front of the classroom and establish eye contact with the students, they
focus on you as the teacher.

6. Attend to the teacher’s stated needs or area of focus.
Feedback can be more meaningful when the teacher has stated an area in which he/she wishes to improve. Build continuity by tying your observations to the teacher’s goals, previous observations or other data. Assisting a teacher with his/her areas of focus helps reinforce reflective practices and builds trust.  Descriptive: You’ve told me about your focus on establishing consistent routines. I observed that within two minutes of entering the classroom, students had checked the transition and were busy working quietly in their journals.

Other thoughts and ideas from my colleagues:



CONFERENCING PROTOCOL*

· Ask teacher to summarize his/her impressions of the time he/she was observed and share evidence to support those impressions.
· Analyze the observation evidence together (share data collected)
· Synthesize evidence and learnings, draw conclusions, and set next steps.
· Reflect on the coaching process; propose refinements.

	CONFERENCE PLANNING TEMPLATE*

	Teacher	____Date 	__Grade/Class__________	Lesson ___________________	

	What did you observe? To what do you want to draw attention?
What questions might you pose? What instructional coaching might you provide?

	Effective Practices Observed (Use Data):
	Area of Growth (Use Data):

	Outcomes for conference:

	Circumstances to consider:

	Questions to pose/instructional coaching to provide:


*New Teacher Center at the University of California, Santa Cruz


	SUPPORTIVE LANGUAGE FOR PROVIDING FEEDBACK*
*New Teacher Center at the University of California, Santa Cruz

	TOPIC
	STEMS

	


Mediational Questions
	· What is the impact of…on students?
· What criteria do you use to…?
· How do you decide…?  (come to a conclusion)
· What happens when you…?
· What do you think would happen if…?
· What would it look like if…?
· What might you see happening in you classroom if…?
· How is…different from (like)…?
· What’s another way you might…?

	

Paraphrasing
	· So…
· Let me make sure I understand…
· In other words…it sounds like…
· What I’m hearing then…
· From what I hear you say…
· I’m hearing many things…

	


Clarifying
	· Could you tell me more about?
· Tell me what you mean by…
· Let me see if I understand…
· I’d be interested in hearing more about…
· It’d help me understand if you’d give me an example of…
· Tell me how that idea is like (different from)…
· To what extent…?

	
Interpretation
	· What you are describing could mean…
· Could it be that what you’re saying is…
· Is it possible that…

	
Instructional
	· Would you like more information; to review some options; some resources…
· A couple of things to keep in mind are…
· Research seems to indicate…
· Sometimes it is helpful if…

	

Summarizing
	· You have stated that your goal is…
· Let’s review the key points in our discussion…
· Tell me you next steps…
· So this is your homework…

	


Other Considerations
	· Use an approachable voice
· Communicate acceptance, empathy
· Use open-ended questions
· Use plural forms (goals, possibilities)
· Use present tense (How do you…? Instead of What did you…?  OR How did you…?
· Reflect positive presuppositions
· Presumes prior and ongoing thought
· Nobility of purpose
· Positive intentionality)
· Incorporate inquiries framed with tentativeness
· I’m curious about…
· Would you tell me more about..?
· I’m not sure I understand…
· I wonder what you mean by…



	Conferencing Using ORID (Objective, Reflective, Interpretive, & Decisional) Questions
*Adapted from coaching materials developed by School Administrators of Iowa

	Objective Questions (They are easy to answer. They get the facts and information. Their purpose is to relieve stress and invite active participation.)
What?
· What do you remember most vividly about ______________________________ ?
· What were the key points you noted about ____________________?
· What did the ___________________ actually do during ____________________________?
· What did you/they accomplish?
· What did you observe during the _______________?
· Which individuals did ______________ ? What were the behaviors you observed?
· Which actions or activities were addressed?
· What body language did you notice in the participants?
· How many different resources did you use in ____________________________ ?
· What are some innovation/trends that you noted?
· Are there artifacts that I should examine?
· What facts do we know about this situation?
	Reflective Questions (They elicit emotional response and personal reactions. They invite a deepened level of participation: think, feel, believe, gauge.)
What about “The What”?
· How do you feel “it” went?
· What was the most/least successful thing you noted?
· What seemed to really work (or not work)?
· What concerns you? Confuses you? Annoys you?
· As you look at these artifacts, what concerns/pleases you?
· As you reflect on the evidence on standards and criteria, what pleases/concerns you?
· What one thing that you did made you feel most effective?
· What was exciting, surprising, or frustrating about ___________________________________ ?
· What part of the ______________ was/will be hardest/easiest?
· How did you feel as you were __________ ?
· Where or when do you feel ____________ had difficulty/will be difficult?
· Which activities/actions do you think fostered high engagement?

	Interpretive Questions (They invite sharing, and they build consciousness. They generate options and possibilities. Brainstorming and identification of possible solutions is the norm.)
So What?
· What did you learn about yourself through this experience?
· What things could you have done/could you do to increase ________________?
· What things could you have done/could you do to extinguish the undesirable _______________?
· What are some examples of techniques or strategies that worked/could work for you in this ______________?
· What are things that you might have done/ could do in the beginning (or middle, or end) of this _______ that would have enhanced/could enhance the outcome?
· What do these results mean to you in terms of future planning?
· What other ways could you assess ____________ ?
· What insights have you gained about how you _____________________________?
	Decisional Questions (They develop opinions/options/solutions that lead to future actions. They clarify expectations for improvement or change.)
Now What?
· What things will you do differently?
· What things will you do the same in the future?
· Which of your skills will you further develop? And, what will you do to develop them?
· What things will you do to increase _________ ?
· What things will you do to ensure future success and/or prevent future failure?
· What things will you do during ____________ to sustain or extinguish __________________?
· What are your next steps? What actions/ideas has this triggered for you?
· What supports will you need to continue to work on those areas of concern to you?
· What goals have you set for yourself that are related to our conversation?
· How can I support you in tangible ways?


Creating a Culture for Feedback
Cultural Norms (Saphier & King, 1985)
	· Collegiality
	· Tangible support
	· Shared decisions

	· Experimentation
	· Seek the knowledge bases
	· Protection of what’s important

	· High expectations
	· Appreciation & recognition
	· Traditions

	· Trust & confidence
	· Caring, celebration, & humor
	· Honest, open communication



Strategies for Building a Culture for Feedback (Drago-Severson & Blum-DeStefano, 2016)
	Strategy
	Ideas & Connections from Reading

	1. Finding value in mistakes
	

	2. Modeling vulnerability & openness
	

	3. Attending to & caring for the interpersonal
	

	4. Clarifying expectations
	

	5. Sharing developmental ideas
	

	6. Building an infrastructure for collaboration
	



Difficult Conversations
Address the negative comment immediately:

· Tell me more about what makes you say that
· I’m not willing to agree with that generalization
· Do you think that’s true, generally? Do you have a specific student or example in mind?
· Some of the words you are using make me uncomfortable.
· I don’t agree with what you just said. Could you please share more about what you mean?
· That seems unfair to me. Do you really feel that way?
· Could you explain it to me please?
· Tell me more about what makes you say that.
· I have a different opinion, but I’m willing to listen and share.
· Here’s an example of how I feel differently. (Abrams, 2016)

Scripting Hard Conversations
1. Opening statement showing positive intent
2. Frame the issue in professional language
3. Specific example that illustrates the behavior
4. Impact of behavior on others
5. Request for action
6. Invitation to dialogue
7. Invitation to dialogue


Problem Solve with Purpose: Outcome Mapping (Garmston & Wellman, 1999)

	What is the problem?

	What do you want to see instead?

	What does it look/sound like?

	Why might the person not be doing the behaviors?

	What supports might you offer?

	What supports do you need?



Feedback and Leadership: Finding the Time
[image: Image result for time management for the busy principal]How do school leaders keep the focus on learning and instruction?
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5 Effective Time Management Tips for Principals 
(adapted from Education World, Gary Hopkins, et al via http://page.onlinegrad.marygrove.edu/blog/bid/160242/5-Effective-Time-Management-Tips-for-Principals)

1. Do, Delegate, or Dump? One of the first steps in focusing your priorities is to decide what things need to be done by you, what can be delegated to someone else, or what needs to just be dumped altogether. Step back from your daily routine and habits, and see what is really working and what's detracting from productivity potential. No principal is an island, so you might even ask for input from a trusted secretary or colleague. You might be able to isolate non-essential activities that are wasting precious time.

2. Keep Priorities a Focus. Once you have skimmed the unnecessary fat from your daily routine, make sure to keep priorities an overarching focus. If classroom observations are a priority for you, then do them. If you receive an unexpected phone call or drop-in visitor beforehand, politely and graciously explain you have a previously scheduled engagement and let them email you to re-establish a time that will work.

3. Satellite Offices. It's hard to remain visible around campus and keep up with all the in-office work you are responsible for. If you can find a way to create "satellite offices" on campus, you may be able to do both at the same time. Think of all the time you spend online. Does your campus have a computer room - or perhaps several? Pop in and use one of the school's computer's to catch up on work, visit with some students, and be available to the variety of teachers passing through. Grab a "to-do" paperwork file from your desk, find an empty classroom desk, and work in the hallway once in a while. Students will love it, teachers will stop and chat, and you can maximize the best of both worlds.
4. Delegate. So this was a component of #1 but it's so important it deserves its own number. You absolutely must learn to trust others to do their job and recognize that their way is just as good as yours, even if it's different. Consider putting a "Leadership Team" together, based on volunteers (so you know they want to help) and then meet regularly to delegate work to interested and willing helpers.

5. Close the Door. Visibility is important, but equally important is uninterrupted time. Set very clear, regular (so your secretary gets used to it) blocks of time where you are absolutely not to be interrupted for any non-emergency situation. Whether you need to catch up on e-mail, eat something (heaven forbid!), or return phone messages, you'll enjoy having a host of things checked off your list-of-things-to-do.

Scheduling Observations: What gets measured gets done
1. Share Responsibility: Work with your leadership team to strategically divide up observation and feedback responsibilities allowing you to build relationships and a deeper understanding of each teacher’s practice 
2. Prioritize Support: Schedule observations based on need (i.e., new teachers, teachers that are up for tenure, tenured teachers, teachers with unsatisfactory performance/progress) 
3. Schedule Frequent Observations: Plan ahead for frequent observations of all teachers 
4. Make Time for Feedback Conversations: Schedule feedback conversations within 2 days of observations 
5. Plan Time for Follow Up: Allow time in your schedule to assess the impact of the feedback you have delivered (e.g., follow up observations, reviewing lesson plans) 
6. Track and Monitor: Establish systems to track and monitor which teachers have been observed, what feedback they have received, and whether the feedback has improved their practice 

Scheduling, Observing, & Providing Feedback
· What’s not working with your current practice?



· What incremental improvements have you made in the past?



· What one BIG THING can you do this year to improve your practice?



Feedback and Leadership Workshop, July 13, 2017
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