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Our Essential Question

How can we get
more of what’s working 
in professional practice? 



In This Session:

•Affirming positive practices (Matt Renwick)
•Feedback practice—video lesson (Matt Renwick)
•Documenting what's working (Justin Baeder)
•Developing a framework of shared expectations 
(Justin Baeder)
•Email tips (Justin Baeder)



Affirming Positive 
Practices
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Feedback Exercise
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Documenting 
What’s Working
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Noticing What’s Working

The first step in getting more of the kind of 
practice you want is to

notice it 
when you see it.



Discuss

•What’s a practice that you have noticed is 
working well in your school this year? 
•Where did you first notice it? 



Spreading the Word

•Staff newsletter
•Individual feedback
•PLCs
•Whole staff



Spreading the Word

•Google Slides
•Breakout rooms
•Grid view
•Have students change slide 
background color if they 
need help



Spreading the Word

•Staff newsletter
•Individual feedback
•PLCs
•Whole staff
…but sometimes it’s not that easy.



Discuss

Why don’t people immediately adopt promising 
practices as soon as they hear about them? 



Why Don’t People Adopt
Promising Practices?
•Different priorities
• Limited bandwidth
•Comfort Zone/Competency Trap
•Diffusion of Innovations



The Competency Trap
(Comfort Zone)



The Competency Trap
(Comfort Zone)



The Competency Trap
(Comfort Zone)
As an instructional leader, you play a key role in documenting 

effective practices so others can adopt them.

The best way to document a practice is with a framework.



Beware of Bulk Change



Bulk Change & Resistance

Asking everyone to change at once maximizes resistance:
• Little evidence the change will be an improvement
• Collective skepticism & fear
• Little capacity for implementing the change
• Lack of momentum



Lean Change & Learning

•Help the right people go first
• Figure out the details
• Share evidence of success
•Build momentum



Diffusion of Innovations



Who Goes Next?

• According to Rogers’ Diffusion of Innovations model, people change 
in a certain order relative to their peers
• This order is a fairly fixed personality trait—not specific to the type of

change
• People take their cues from the group immediately to the left
• Each group provides evidence for the next group



Discuss

• Do you have any “innovators”? How do you know? 
•Who do the “early majority” look to as early adopters, and 

what are they doing right now?
•Who’s in the “early majority” who may go next? 
•When have “laggards” blocked change in the past?



Developing A 
Framework of 
Shared Expectations

Justin Baeder
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Designing Frameworks of 
Shared Expectations

How can we get more 
specific and clearer about 

shared expectations?



Getting More Specific

•Buzzword
•Checklist
•Frequency rubric
•True framework



The Gold Standard

The best instructional frameworks are 
leveled rubrics with clear, qualitative 

differences between each level of 
performance—not just varying degrees of 

the same thing. 



More Than A Rating Scale

Effetictive Learning Environments Observation Tool (ELEOT 2.0)

© 2016 AdvancEd. All rights reserved.



Frequency/Extent Rubrics
Many rubrics’ levels of 
performance differ only 
in:
• The extent to which an 

expectation is met
• How often the 

expectation is met/the 
practice is used
• How many 

characteristics are 
expected 
(“Distinguished: 
Everything in proficient 
plus…”)

© 2012 Responsive Classroom / Northeast Foundation for Children. All rights reserved. © 2020 Stronge and Associates, obtained from StrongAndAssociates.com



True Qualitative Rubrics



Developing Frameworks

How can we develop instructional 
frameworks to make shared expectations 

clear?



Example: High Expectations

Step 1: Brainstorm Key Components

What are the key components of having high 
expectations for student learning? 



Key Components of A Practice

•Not steps in a procedure
•Not simply more buzzwords
•Key factors in teacher decision-making
•Elements of skillful practice
•Dimensions of professional judgment



Key Components: High Expectations
(Solo First Draft)
•Standard
•Communication
•Inclusivity
•Rigor
•Milestones
•Scaffolding



Key Components: High Expectations
(Solo First Draft)

Component Level 1 Level 2 Level 3 Level 4

Standard

Communication

Inclusivity

Rigor

Milestones

Scaffolding



Example: High Expectations

Step 2: Note What You Notice

What am I seeing that fits into my draft framework?



Note What You Notice

• “Mr. Smith has extremely high expectations for neatness, but they’re 
not really related to the standards. He’s just very picky.”
• “All of Ms. Ramirez’ students seem to have done really high-quality

projects. I wonder what milestones she built in to keep them on 
track.”
• “The SPED teacher said Mrs. H. has been sharing details about an

upcoming project so they can work together to support a student 
they share.”
• “A lot of the questions on this assignment seem to be low-level 

factual recall, but the standards involve a lot of higher-order tasks.”



Revise Your Key Components

•As you observe more, note dimensions of the practice 
that you may have overlooked
•Do these components capture the “insider’s 

perspective” of a teacher? 
• Is anything so procedural or obvious that it’s not 

worth including as a key component? 



Example: High Expectations

Step 3: Organize Into Levels

What are different levels of performance like?



Key Components: High Expectations
(Solo First Draft)

Component Level 1 Level 2 Level 3 Level 4

Standard Picky; unrelated

Communication

Inclusivity

Rigor Factual recall Q?

Milestones Ramirez—project

Scaffolding Ms. H/SPED collab



Calibrating Your Levels

Step 4: Calibrate Levels

How good is good enough? What’s the best possible practice? 



Calibrating Your Levels

Level 1: Starting point; apprenticeship of 
observation

Level 2: Taking action; doing the basics
Level 3: Satisfactory; local best
Level 4: Professional model; best anywhere



Example: Common Sense

• Who has “common sense”? 
• Who doesn’t seem to have common sense? 
• Examples?
• Dimensions?



Example: High Expectations

Key Components:
• Standard
•Communication
• Inclusivity
•Rigor
•Milestones
• Scaffolding



High Expectations—Levels
Component: “Standard”

1. The teacher’s expectations are not based on standards, and are not communicated to 
students. While expectations may be demanding, it is unclear whether they will result in 
increased learning. 

2. The teacher’s expectations are somewhat aligned with standards, but misalignments 
may allow students to meet the teacher’s expectations without meeting standard, or 
vice-versa. Expectations and standards are communicated in adult language that is hard 
for students to understand. 

3. Expectations are closely aligned to standards, and both are communicated to students 
in developmentally appropriate language. Meeting the teacher’s expectations results in 
students also meeting the standards, as a result of close alignment between the two. 

4. Expectations are tightly aligned to standards, and communicated to students in 
developmentally appropriate language. The teacher identifies specific links between 
past and current learning, and makes it clear how students’ previous work has prepared 
them to meet the current high expectations. Students engage with standards directly, 
and can articulate how they are working toward meeting them. 



High Expectations—Levels
Component: “Communication”
1. Students are informed of high expectations, but as a warning to expect difficulties, 

rather than a reassurance that they'll be able to succeed.
2. The teacher clearly communicates what students will be expected to do, and 

personally conveys confidence in all students and a willingness to support them in 
reaching the standard.

3. The teacher clearly communicates a specific standard, accompanied by the clear 
message that the teacher understands that it's a high standard, and has confidence in 
each student to meet it. The teacher shares exemplars of work that meets the 
standard, and indicates specific ways in which students will be supported. 

4. The teacher clearly communicates a specific standard, identifying ways in which it 
builds upon students' past learning and accomplishments, giving students both a 
verbal commitment and specific evidence that they are capable of reaching this 
standard. The teacher identifies specific ways in which students will be supported, and
provides before-and-after exemplars of student work illustrating the impact of these 
supports.



High Expectations Rubric

PrincipalCenter.com/high-expectations-pdf



Example: Minilessons



Step 1: Key Components



Step 2: Levels of Performance



Designing Frameworks of 
Shared Expectations

PrincipalCenter.com/vision-apply



Tips for Handling 
Email Faster
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1.The Power of Zero
2.Decisional Minimalism
3.Fight Asymmetry Head On

3 Counterintuitive Keys to Email



How many emails 
belong in your inbox? 

Counterintuitive Key #1: 
The Power of Zero



Your Inbox Is Just An Inbox



•0 emails
•Every day
•Multiple times per day

A Vision For Your Inbox



Email “Bankruptcy”



•Create a new folder or tag: 
“Email Bankruptcy MONTH YEAR”
•Move all emails out of inbox
•Don’t tell anyone

A Safer Way To Declare Email Bankruptcy



After moving everything in your inbox to an 
“Email Bankruptcy” folder…
•What do you need to go back and check?
•How does it feel to see zero emails in your 
inbox?
•What will you do when your next message 
comes in? 

How Does It Feel?



Counterintuitive Key #2: 
Decisional Minimalism



Counterintuitive Key #2: 
Decisional Minimalism



Counterintuitive Key #2: 
Decisional Minimalism



Counterintuitive Key #2: 
Decisional Minimalism



Counterintuitive Key #2: 
Decisional Minimalism

Decision Minimalist Answer
Which folder? Archive

Save or delete? Save
Where did I put that? Search



Counterintuitive Key #3: 
Fight Asymmetry Head On
Let me know in the chat:

Who emails you?



Counterintuitive Key #3: 
Fight Asymmetry Head On
•Parents
•Teachers
•Other staff
•Students
•District administrators
•Salespeople
•Publishers
•News outlets

•Past vendors
•Prospective vendors
•Researchers
• Job applicants
•Automated software
•Social networks



Counterintuitive Key #3: 
Fight Asymmetry Head On

Keep your 
responses brief



Counterintuitive Key #3: 
Fight Asymmetry Head On



Counterintuitive Key #3: 
Fight Asymmetry Head On

Unsubscribe



•Get to zero
• Implement decisional minimalism
•Fight asymmetry head-on

…will email be less stressful and a more effective 
leadership tool?

If You…



What’s your #1 takeaway so far? 

Let’s Process…



Are You Ready To Be Done
With Email Overwhelm?



1. Use email as a leadership tool
2. Understand how email is designed
3. Get & stay “current”
4. Use your mobile device appropriately
5. Timeshift your email
6. Use the right complementary tools

If You’re Done With Email Overwhelm, 
Here’s What You Need To Do





Snooze in Gmail



Snooze with FollowUpThen

• tomorrow@followupthen.com
•2weeks@followupthen.com 
• Jan5@followupthen.com
•2pm@followupthen.com
Additional examples: 
https://www.FollowUpThen.com/how



February Planner

PrincipalCenter.com/ILA-
Planner-February-2021

PrincipalCenter.com/cesa3



Resources: PrincipalCenter.com/cesa3


