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By Wayne Hulley 6

School improvement is a complex task. Ideally, it is an opportunlt

tors to collaborate and grow professionally in the creation of schools ake a
difference for all students. The reality, however, is that any scho ovement
process resulting in meaningful, lasting change is fraught wit iguity and chal-

lenge. The improvement process in every school is unique, affctfed by demograph-
ics, existing culture, staff characteristics, and leadership. Jfispineven and messy with
many turns in the road and mountains to be climbed. T c e resides in cre-

ating and sustaining a coordinated process for sc ﬁ ove

In this book, Tom, Charlie, and Chris ha to si the complex They
believe that schools must create a positive lear nvir ment in which both stu-
dents and staff are inspired to do their best ke fifis happen, they recommend
a process with a focus on seven keys. has shown that schools and
classrooms that consistently bri is focus a le to have a significant impact
on student learning and behavior. Thig’book{hbuilt around common sense and the
introduction of high-yield strategies, thg ings that we know help kids learn.

Many researchers arat dents’ academic performance from their
behavior. However, J arta Chris believe it is possible, and preferable,
for schools to wo N rdinated way. They have combined professional
learning commuini (P cepts with elements from positive behavioral inter-
ventions an ort (PBIS) to create a system in which teachers work collabora-
tively to s t both the learning and the behavioral needs of students—a system in
which emdous differences can occur. They share numerous examples from real

Is that show the results that are possible when both types of student needs—
and behavioral—are the focus.

Aa Most teachers are already doing the best they can and are working hard to make

difference for students. To help these busy teachers, Tom, Charlie, and Chris have
reduced the necessary elements for creating a school culture that supports both
student learning and behavior to seven key components. They have discovered that
these key components exist in schools and classrooms that are having a significant
positive influence on students. The seven key components are about bringing a focus
to a school and a classroom. They lead to the development of common expectations
shared by all staff, targeted instruction in the areas needing improvement, and the
creation of structures and strategies to provide appropriate support.

XVii
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As someone who has struggled to make sense of school improvement for more
than forty years, I found that this book not only highlights the key issues, but
more importantly, it offers a sensible approach to confronting these issues. School
improvement will never be easy, because it forces schools and teachers to change
their behaviors. However, with constructive and proven strategies, school staff can
make a positive difference. As Tom, Charlie, and Chris believe, the solution lies

not in changing the students we have coming to our schools, but in changing 0“6
approach to working with them.

I highly recommend this book to those who care deeply about teachi
future.
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This We Believe ¢.”

Education has changed. The job we are asked to do today J n%& same job
we were asked to do a decade ago. The focus has changed fro@r g for some to
learning for all, and then to learning for all, whatever it takegp’The Sgkes and expecta-
tions are higher than ever before. How can we reach su@ expectations? Con-
t

sider the traditional approach taken with an element%tu Adam, who exhibits

problem behaviors.

Patricia, a third-grade teacher, is doing can% V|ve the "Year of
Adam.” Her disposition improves a pass, and she realizes
that soon Adam will be passed on John the fourth-grade
teacher, has heard all the nega %b\ t Adam just prior to school

ienees the ‘Summer of Adam” as he

closing for the break and no@
counts down the days ug ear begins, losing sleep as the

summer days slip awa 0

Imagine, instead, | ached Adam before the summer break

to greet him e would be his new teacher, providing some

words of en€oligagetne rhaps John even takes an interest in Adam and

gathers information about him. Adam likes the newest sports trad-

ing o John gets a few packs to use during the school year. During
Qer John plans a “chance” encounter to let Adam know he is look-
g forWard to the upcoming school year. On the opening day of school, all

ers have a number of items to hand out and review. John asks Adam
? hand out some of the papers.

and naive. However, we know what the traditional approach would produce. Remem-
ber, behavior occurs for one of two reasons: to get something or to avoid some-
thing. To change student behavior requires that we change our approach. There
are countless opportunities to motivate students. And yet too often, we miss these
opportunities.

The Best Kids

Charlie was sitting with a group of teachers during a lunch break one day, and
the discussion quickly turned to confessing the sins of their students. In the confines

@ Some might argue that this example of how to motivate a student is too simple

1
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of the staff room, teachers will sometimes vent frustrations by competing for the
“worst student” story. It’s a dangerous game to play because by repeating the sto-
ries, we can start to believe that most of our kids are bad. In fact, the opposite is
true. Most of our kids are good, and they all have potential. Listening to the teach-
ers, Charlie was reminded of a comment Wayne Hulley made during a presenta—
tion. “Parents,” he said, “are sending us the best kids they have.” The impact of th
statement hit Charlie hard then, and it was reaffirmed as the teachers talked. Ed
cation embodies learning, growth, and improvement. We must work with th,
who show up to our classes every day. Parents are not keeping the really g @Ve
r

at home and seeing how we do with the weaker ones first. There are no t ay
Education is not a random event. Teachers must stand before t s with a

kids or designated failures. There are just students at different stag%
S
firm and rooted belief that every student can be successful.

Every student has the potential to be successful. We n o unfock that poten-
tial in our most challenging students and point them in th&diregétion most likely to
produce the greatest chance for success. This is a persqpal journ, each student
and cannot be accomplished by taking a one-si Wp to education.
Instead, as DuFour, DuFour, Eaker, and Many desQ y it must be a “what-
ever it takes” approach. There is too much v Q

<
The Best Adults ?‘ AN

The behavior and commitment 0 adatlt r odels are critical to the success of
any school improvement pla colm (2009), in a summary of teacher
effectiveness research, cl e dlfference between good teachers and
poor teachers is vast. If G to essful in making a difference in the lives
of kids, then we want to see. If we want our students and our
school commumt& ange, grow, and learn, then we must be willing to
change and i uFo uFour and Eaker (2008) refer to this as collective

commitment

en gducators clarify and commit to certain shared values, they are

engaged in the essential ABCs of school improvement—identifying the

vns, behaviors, and commitments necessary to bring mission and vision
to life. (p. 148)

will be reflected back by our students. Gladwell (2009) estimates that the differ-
ence in student learning between a good teacher and an average teacher is equal to
a year’s worth of learning in a single year of school. According to Gladwell (2009),
“Your child is actually better off in a bad school with an excellent teacher than in an
excellent school with a bad teacher” (p. 317).

@ ow we conduct ourselves, the choices we make, and the behaviors we model

If our goal is to have all students learn and grow, we must begin to make a dif-
ference at the most basic levels first. Student behavior is key. The research on effec-
tive schools (Hulley & Dier, 2008; Lezotte, 1997) points to the importance of safe,
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orderly, and caring school environments. At the schoolwide level, there must be
plans and systems in place to support a positive learning environment. Plans and
systems are only as good as the people implementing them. Adult behavior must
demonstrate commitment to the plan. At the classroom level, that safe environment
starts with the teacher.

Brain-based research supports this notion that students learn very little acade
ically if their social-emotional needs are not met first. It gets right back to Abrgh
Maslow’s (1954) hierarchy of basic needs: we must feel safe and cared for befo
can effectively concentrate on higher-level thinking. It does not matter -
edgeable the teacher is about her subject area if she does not make afemgtional
connection with her students. It does not matter how well the tea as planned
his lesson if he has not created a safe, caring environment in % clfssroom. This
point is emphasized by the high school senior who told us, “Qt to get to know
my teacher, and I want my teacher to know me.”

Teacher Impact g@

Everyone seems to have at least one teach hey er fondly as having
made a difference in their lives. Can youge r on op for a moment and
think about one of those high-impact teac ualities did he or she pos-
sess? What did that teacher do to rnake di th you? How did that teacher
make your learning meaningful? % pact’&d e or she have on your life?

When we ask this questi stadf de ment sessions in any district, in any

t

stiog a

jurisdiction, the answers téhﬁ&ﬂund several main themes. The themes
most frequently cited a he emorable teacher:

¢ Cared abou

* Brought 'made it real

* Took time to help me learn

* Wa ?ytfair, reasonable, and understanding

* In$pifed me to do my best

ce how these themes focus very little on the specialized knowledge of the

%&r or the kind and number of tests and worksheets. Robyn Jackson (2009)

An es, “Knowing your students means more than knowing their demographics or

test scores” (p. 30). Memorable, high-impact teachers make a difference in the lives
of students, one kid at a time.

Unfortunately, most adults can also think of at least one teacher who made their
learning miserable. When we ask this question at workshops and seminars, common
themes also emerge. In this category, the most prevalent themes are that the low-
impact teacher:

* Did not know me or care about me

* Made the subject material dry and boring



4 PYRAMID OF BEHAVIOR INTERVENTIONS

* Was often unfair or arbitrary
* Yelled and screamed, put kids down, and belittled students
¢ Seemed more interested in the subject than the kids

We don’t teach subjects, we teach kids! If the role of the teacher were to simply
disseminate facts and mark assignments, it would be much more efficient doing
nothing more than online correspondence. The advances in technology have re
dered this dissemination of information a moot point. Those who reminis

the good old days are thinking of life B.G.—before Google! Today’s students
gué

quicker and easier access to information than at any previous point in jon.
We are no longer the fonts of knowledge. Students can gather the kpo e in
numerous ways and from a variety of sources. Our roles have sh 'f’&?’helpmg
students connect the knowledge into usable chunks of informa @ hat align with

their passion and future pursuits. School is more than a faet-distgibution center.
Schools should be social places where students and staff l@ether The goal is
to become a community of learners, where students degelop ?] emotionally

Vry é‘ both leave a

as well as academically. Teachers who do this very,
lasting legacy on many students.

Parents, teachers, support staff, and prine uldé%klng themselves these
questions:

¢ In which category do I fall? Derl y'ﬁ gl@pact and inspire, or do I have

low impact and demotivate

* What am I doing to ensufg that st%dj@s get more positives and fewer

negatives?

* Do I make a diffe @ knowD

Those of us w, r@l: s have a tremendous opportunity to impact
the lives of so many kigs. An entary teacher over the course of her thirty-year
career can ma personal connections with almost 1,000 kids in her care. A
middle or hi hool teacher can come in direct contact with up to 200 or 300
kids per y. upwards of 9,000 kids over a thirty-year career. We touch the lives
of enWeople to build whole villages or small towns. Collectively we build a
Bk e real joy of this profession lies not in predicting the future, but in cre-

impact those students’ lives? What do we model for them? What do we teach them?
What life lessons do we leave them with? Referring to the following Haim Ginott
(1976) quote, do we make the lives of those students miserable or joyous? What kind
of community do we create?

ting it.
é The question is, what kinds of villages and towns are we building? How do we

| have come to a frightening conclusion. | am the decisive element in the
classroom. It is my personal approach that creates the climate. It is my daily
mood that makes the weather. As a teacher | possess tremendous power
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to make a child’s life miserable or joyous. | can be a tool of humor, hurt or
heal. In all situations it is my response that decides whether a crisis will be
escalated or de-escalated, and a child humanized or de-humanized. (p. 13)

Community Building

It’s easy to get sidetracked. There are so many demands on the individual teac
and principal. More requirements and expectations come down from politicia
departments of education. These get filtered through local school boards,
tendents, and directors of instruction and are then passed down agal
the front lines. The adults in the building, who really just want to wo kIdS,
are expected to add the new demands and expectations to alrea and busy
weeks, months, and years. This often distracts us from our Qu ose, which is

student learning.

Each one of these new demands has, at its heart, a s¢rigas 1ntention to improve
the school system for kids. However, such intentions o t in translation
or buried in bureaucratic red tape. What begins 1de 1ds and schools
often becomes so onerous that it actually de Qrom ducators do best—
work with kids. Q

A case in point was an exercise one to go through, an exercise
in which an external review team visite he district to give a report
card of sorts.

Each school had to have itgown o@wning Council (consisting of par-

ents, teachers, and the i al), ich was charged with the task of creat-
ing a "School Pla evement,” complete with measurable
goals and a ho ur strategies to support the plan. To be sure,
this was ver \

As the p ts, teachers principal, and support staff struggled to complete
the d %they got bogged down in details and jargon, data, and evi-
Q is is not to say that all of these things are not important—they are.
hey are especially important when the goal is to improve student learning.
|s easy to lose sight of the forest because of our attention on every tree.

As the school team toiled over the details of the new plan, one of the par-
ents on the School Planning Council reminded them of what this was all sup-
posed to be about. She said, “It's simple. Safe, happy kids will learn. Our
school plan needs to reflect that. It should be that simple.”

That really is what it’s all about. How we achieve that might look a little differ-
ent in every school in every province or state. After you get past all the educational
jargon and all the data crunching of test scores and letter grades, it comes down to
creating a positive school environment.
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Real-Estate Test

When discussing community building in staff development sessions, we often
refer to the real-estate test. At some point in time, the house beside you will come up
for sale. If the option were yours, who would you want to buy that house and become
your neighbor? The reality is that the choice of buyer will come down to who meets
(or beats) the list price. Think of some of the students who have been margmahze
by the school system. Based on how the individual was treated as a student, wil \9
be comfortable having him or her as your neighbor when he or she grows u
an adult? Eventually, students become adults. Have you helped them to b
kind of people you want living on your street, or working at the gara iXing
your car, or cooking at the local restaurant and preparing your meal o ing back
to school and teaching your kids?

success Is Individual Q(

We want all kids to succeed. Success, however, is rglative measure suc-
cess depends on how we view the situation. Wheg ‘Me t g about behav-
ior or academics in school, success should be m d 1n<? ally. As Alfie Kohn
(2005) points out, “Kids who have an under ir own value are more
likely to see failure as a temporary set-back, a p solved” (p- 20). In an era
of accountability, it is easy to get forc dr?"f }&n iise of security from number
crunching. Data are important, buti ersonal, standardized scores do not
tell the whole story. We have t@ mak: from government-initiated stan-
dardized tests in a way that nse QK' e students in our schools. If we are to
be effective advocates for Jeids, Wwe also to have other, more personalized, indi-
vidualized, meaningf at eridence of progress. We need personalized
evidence to know tOsTowW %e are making a difference for each individual
child. For examplé, ner, S@, and Todd (2001) suggest that if we look at behav-
ior support for nts, “information is needed about both individual students and
body” (p. 20). To do that, we have to start by knowing where the
nly then will we be able to celebrate successes when we can show

that %/has een improvement. This is true for both behavior and academics.

final term of the year, a number of students in Mrs. Hart's and Mrs.

old’s grade 8 classes had stopped attending regularly and were in danger
of not passing the term (and possibly the year). By the last two weeks of
classes, the teachers were very worried that these six or seven students
would not pass, as they were falling further and further behind in their learn-
ing with each day of school that they missed. In an effort to make sure that
these students were able to show their learning (and pass grade 8), Mrs.
Hart and Mrs. Gold put together a folder for each of these at-risk learners
containing assignments that, while slightly adapted, would meet the major
learning outcomes for the term. When these particular learners arrived at
school, Mrs. Hart or Mrs. Gold offered them the chance to catch up on all
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their learning and pass grade 8 in as much time as it took them to complete
all of the major outcomes of the term (organized in an easy-to-understand
way in the folders).

When the students understood what was being offered to them (a chance to

finish grade 8 in less than two weeks), and accepted the responsibility of this

deal (working through the folder of learning all day long, at the back of Mrs.

Gold's classroom and forgoing all classroom activities and lessons), th 6
were asked to call their parents to get permission. Students knew that

they were able to show that they had learned all of the major outcomés,

were officially finished with grade 8 and did not have to return to cl 4

Because attendance was a major struggle for most of thes %a few
they

of them did not show up at school in those last two weeks! did not

pass grade 8. Three of the students, though, happengd to akive at school

on the Monday that Mrs. Hart and Mrs. Gold planne in this program.

Armed with the folders, textbooks, calculators, pagper, nc% anola bars,

and juice boxes, Mrs. Gold was able to keé Nn @ oom without

giving them any excuses to leave. After justong day &cessfully complet-
tu

ing a number of learning outcomes, t®showed up three or

four days in a row (an attendance rgqthatpone em had met since early
in Term 2), and were able to w % c;% of the school, feeling suc-
cessful, a full week earlier tha eeps. One other student, Colton, did
not have attendance probilgms, w Qan IEP for his learning disability,

and took medication f ion it disorder.

As the end of the

e cl and closer, Colton was having tremen-
dous difficultypstaymgfocd<etl on his learning. Mrs. Hart and Mrs. Gold
offered him& e d@s they had offered the other three learners, and
Colton ble to finish all of his grade 8 learning in just two school days
(and %, as he took some work home with him). He, too, walked out
of 8ghoo) a few days before his peers, feeling successful, and, in his own

%ds, esponsible, like it's my own choice to do this.”

have a similar long-term goal. Parents and educators want students to graduate and
become successful, contributing members of society.

| Setting
@ Every school is different, and every student unique, but most of us in schools

We have a clear understanding of our long-term goal; the challenge is the short-
term goals that will lead to our desired long-term reality. Building small successes
along the way and celebrating them often will contribute to our long-term success.
Celebrations are great community-creators and culture-builders. As Bolman and
Deal (2002) state, celebration and ceremony “are antidotes to boredom, cynicism,



