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35,000
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DECISIONS
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Opportunity
noun

“The ability to recognize and act on a moment to create meaningful, lasting impact.”
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Opportunity is seeing the potential in the present moment. It’s the choice to 

respond with intention, even when things are hard. Opportunity is found in every 

interaction, every decision, and every challenge we face. The question isn’t whether 

opportunity exists. It’s whether we notice it, and what we choose to do with 

it.
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As leaders, we don’t control every challenge. 
But we do control our mindset.
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“The ability to recognize and act on a moment to create meaningful, lasting impact.”
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320 + Factors Related to Student Learning

132,000 + Studies

300 + Million Students
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Factor Low Effect Size
(Less than .3)

Medium Effect Size
(.31 to .6)

High Effect Size 
(Greater than .61)

Family Structure Low
(.14)

Medium High

Parental Involvement Low
(.30)

Medium High

Reducing class size Low
(.14)

Medium High

School Finances Low
(.21)

Medium High
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“We don’t have time to focus our attention on things that 

lead to little or no positive impact.”
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Factor Low Effect Size
(Less than .3)

Medium Effect Size
(.31 to .6)

High Effect Size 
(Greater than .61)

Teacher- Student Relationships Low Medium
(.53) High

Teacher Clarity Low Medium High
(.85)

Teacher Credibility Low Medium High
(1.09)

Collective Teacher Efficacy Low Medium High
(1.34)
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Leadership Efficacy
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Why does a school leaders’ 
sense of efficacy matter?
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A principals’ sense of leadership efficacy impacts his/her actions, 
willingness to take risks, and the likelihood that he/she will persist 

when faced with setbacks or obstacles. 
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Principal efficacy beliefs for instructional leadership and their relation to teachers’ 
sense of collective efficacy and student achievement.

●Collective teacher efficacy was more strongly related to student achievement than all student 
and school demographic variables – including poverty and race.
●Principal efficacy for instructional leadership was a strong predictor of collective teacher 
efficacy;
●The study demonstrated a positive link between principal efficacy beliefs for instructional 
leadership and student achievement that was mediated by collective teacher efficacy. 

Goddard, R., Bailes, L., & Kim, M. (2020). Principal efficacy beliefs for instructional leadership and their relation to teachers’ sense 
of collective efficacy and student achievement. Leadership and Policy in Schools, https://doi.org/10.1080/15700763.2019.1696369



Decreased Zero Enhanced

0

The Hinge Point

0.40

CTE

Hattie, J. (2024). Visible Learning – 250+ Influences on Student Achievement 

1.34
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Collective efficacy 
is about the 

overwhelming power 
that groups 

have to impact change 
when they share the belief 

in their ability to 
solve problems and overcome challenges. 



Zero

0

The Hinge Point

0.40

Hattie, J. (2024). Visible Learning – 250+ Influences on Student Achievement 

Where would you place leadership? 



Zero

0

The Hinge Point

0.40

Hattie, J. (2024). Visible Learning – 250+ Influences on Student Achievement 

School Leaders
0.37



Transformational leadership Instructional leadership

• Provides inspiration
• Is highly motivational
• Sets direction and vision
• Holds high-performance expectations
• Monitors school activity 
• Buffers staff from external demands 
• Ensures for fair and equitable staffing
• Easily accessible
• High degree of autonomy for the school

Transformational and Instructional leaders…

• Regularly engages in classroom 
observations

• Focuses on improving the quality of 
classroom instruction

• Helps teachers interpret 
results/scores/impact

• Ensures a coordinated instructional 
program

• Is highly visible

• Communicates high academic 
standards

• Ensures class atmospheres are 
conducive to learning
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And the difference between 
them…

Instructional leadership

0.11

0.42

 Transformational leadership

3x’s the impact
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1. School Wide Improvement

Unlikely to be adopted unless administrators believe they 
have the knowledge and skills to execute them well and 

support teachers where needed.

Donohoo, J., & Katz. S. (2020). Quality Implementation: Leveraging Collective Efficacy to Make ‘What Works’ Actually Work. Corwin, Thousand Oaks, CA.
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2. New Strategies

Unlikely to be implemented in classrooms unless teams of teachers believe 
they have the skills and capabilities to put them into practice and the ability 

to provide support to students where needed.

Donohoo, J., & Katz. S. (2020). Quality Implementation: Leveraging Collective Efficacy to Make ‘What Works’ Actually Work. Corwin, Thousand Oaks, CA.
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When principals experience success, it reinforces their belief in 
their ability to lead school improvement and enhances their 

leadership efficacy. 

Goddard, R., Bailes, L., & Kim, M. (2020). Principal efficacy beliefs for instructional leadership and their relation to teachers’ sense of 
collective efficacy and student achievement. Leadership and Policy in Schools, https://doi.org/10.1080/15700763.2019.1696369



FIRST Educational Resources FIRST Educational Resourceswww.firsteducation-us.comFIRST Educational Resources FIRST Educational Resourceswww.firsteducation-us.com

Leader 
Efficacy

Leader   
Behaviors

Teacher Beliefs 
(CTE)

Implementation    
Quality

Student 
OutcomesAdapted from The Confidence to Lead
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Collective efficacy doesn’t start with teachers believing more.
It starts with leaders believing differently.
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If collective efficacy is stalling, 
it’s rarely a teacher problem first.
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Main impact of leader behaviors resides in their influence on 
follower beliefs and behaviors

“A leader who responds to a challenging situation in a calm and optimistic manner is 
more likely to positively influence followers’ confidence in their conjoint capability to 

solve a problem than a leader who instead demonstrates anxiety and despair.”

Avolio, B. J., Gardner, W. L., Walumbwa, F. O., Luthans, F., & May, D. R. (2004). Unlocking the mask: A look at the process by which authentic leaders impact 
follower attitudes and behaviors. The Leadership Quarterly, 15(6), 801–823.
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Strong Sense of Leadership Efficacy Diminished Sense of Leadership Efficacy

Set direction and gain teachers’ commitment Unable to develop support

Overcome obstacles to change Unable to see opportunities or adapt

Persistent in pursuing goals Less persistent because they perceive the 
environment as uncontrollable

More flexible and willing to adapt strategies to 
meet contextual conditions

Less likely to identify appropriate strategies or modify 
unsuccessful ones

View change as a slow process Blame others when challenged

Maintain calm and a sense of humor – even in 
difficult situations

Demonstrate anxiety, stress, frustration, and higher 
levels of burn-out
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“Upon my review of looking at schools that have successfully 
implemented standards-based assessment, grading and reporting 

structures, the PRINCIPAL was the single biggest factor in 
successful implementation and the single biggest factor in 

unsuccessful implementation.”

~Garth Larson Dissertation for the University of Wisconsin Oshkosh (2017)
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Additional Research: Kunnath, Townsley, and Radunzel (2026) 
studied how COVID-19 school closures influenced later grading 
reform. They surveyed principals across six U.S. regions and 

conducted follow-up interviews with principals. The study looked at 
grading before, during, and after COVID closures, with particular 
attention to principal vision, grading conversations, flexibility, 

equity, and accuracy. 

Kunnath, J., Townsley, M., & Radunzel, J. (2026). Silver lining or missed opportunity? A mixed methods study of COVID-19 school closures and grading reform efforts in 
K-12 schools. Journal of School Leadership, 0(0), 1–30. https://doi.org/10.1177/10526846261428221
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The Principal Is the Clarity Builder: Grading reform is not sustained through policy alone. Principals must clarify what grades are meant to 
communicate, build shared understanding, and align teacher practice to that purpose.  

Vision Separates Reform from Temporary Change: The study found that grading changes often faded when they were not part of a 
schoolwide improvement vision involving both teachers and administrators.  

Principal Mindset Matters: Administrator mindset and experience may be the “linchpin” for sustaining grading reform. Leaders need deep 
understanding of grading reform and the courage to lead through barriers.  

Resistance May Be a Capacity Issue: Teacher uncertainty can look like resistance. Principals influence implementation by providing training, 
clarity, and support rather than treating hesitation as opposition.  

Use Flexibility as the Entry Point: Flexible practices, especially reassessment and multiple opportunities, can open the door to grading 
frameworks such as SBG. But they only become reform when principals connect them to a clear grading purpose.  

Kunnath, J., Townsley, M., & Radunzel, J. (2026). Silver lining or missed opportunity? A mixed methods study of COVID-19 school closures and grading reform efforts in K-12 schools. Journal of School Leadership, 1–30. 
https://doi.org/10.1177/10526846261428221

The Findings:



FIRST Educational Resources FIRST Educational Resourceswww.firsteducation-us.com



FIRST Educational Resources FIRST Educational Resourceswww.firsteducation-us.comFIRST Educational Resources FIRST Educational Resourceswww.firsteducation-us.com

“SCHOOL LEADERS are RESPONSIBLE for the CULTURE & CLIMATE in EVERY 
CLASS and ACROSS THE SCHOOL. Culture and Climate are the precursors to 

successful learners and learning, and the climate needs to be inviting to create a 
sense of belonging and have high trust and credibility.”

~Professor John Hattie Personal Communication 
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I signed up to be a Leader, 

but sometimes I feel I am more like a 

___________________________.

At Your Tables…
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WHAT DOES THIS MEAN FOR US?
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VISION FOR 
LEADERSHIP 

THOUGH 
MULTIPLE 

PERSPECTIVES
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“Being an Effective Leader 
Means Many Different Things 
to Many Different People!”
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Making OUR VISION OBSERVABLE
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Overcoming the Engagement Dilemma

https://c2.staticflickr.com/8/7281/16760648606_0cd674c910_b.jpg


FIRST Educational Resources FIRST Educational Resourceswww.firsteducation-us.com

LEADING FOR OBSERVABLE IMPACT
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Overcoming the Engagement Dilemma
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Overcoming the Engagement Dilemma
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Sometimes messages 
get mixed up.
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Positive Behavior Intervention Systems

aka. “PBIS”
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• Written in language that students/staff understand 

and can observe

• Covers a variety of contexts/context specific

• Consistently taught and reinforced

• Based in research and practice

• Consistently revisited to ensure it meets our needs

• Made our jobs better

What are the factors that led to any successes of PBIS?
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LEADERSHIP
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The more precise we are in 
describing our vision...

…the more likely we will be to 
actually make it happen.
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REFLECTION
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Embedded Reflective Practice

My areas of Strength Within this Vision? ______________________________

My Opportunities for Growth Within This Vision? ______________________
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If collective efficacy is stalling, 
it’s rarely a teacher problem first.

1. List out all of the “initiatives” your school worked on this year
2. Initially, reflect on where your sense of efficacy is to lead each 

initiative
3. Reflect on how well the initiative went in your building
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1. Mastery Experiences (What we’ve accomplished and improved together)

2. Vicarious Experiences (What we see people like us succeed at)

3. Social Persuasion (What leadership consistently communicates we’re capable of)

4. Emotional & Physiological State (How leadership feels when things get hard)

Four Ways Leaders Shape Collective Belief

(Bandura, applied to Leadership)
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Action Impact



Decreased Zero Enhanced

0

The Hinge Point

0.40

Leaders who 
get others to 

evaluate 
collective 

impact

Hattie, J. (2024). Visible Learning – 250+ Influences on Student Achievement 

0.91
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How Leaders Build or Block Belief 
under Pressure
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Efficacy is derived from repeated experiences that 
answer one question for teachers: 

Can we do this, even when it is hard? 

It is not generated by personality, confidence, or 
charisma.
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Bandura identified four sources of efficacy.

What matters for leaders is how these show up 
in real leadership moments.
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1. Mastery Experiences (What we’ve accomplished and improved together)

2. Vicarious Experiences (What we see people like us succeed at)

3. Social Persuasion (What leadership consistently communicates we’re capable of)

4. Emotional & Physiological State (How leadership feels when things get hard)

Four Ways Leaders Shape Collective Belief

(Bandura, applied to Leadership)
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Mastery Experiences

When an initiative stalls or outcomes aren’t immediate…

…we abandon it quietly or label it ‘not the right fit.’

But efficacy grows when leaders help staff recognize 
progress, not just outcomes.
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Mastery Experiences

Most schools have more success than they realize, 
but no one has slowed down enough to name it.
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Vicarious Experiences

When staff doubt they can pull something off…

…we bring in experts or showcase the 
‘best’ teachers.

But belief grows fastest when people see someone 
like them succeed.
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Vicarious Experiences

If the only people we highlight are exceptional, 
we unintentionally tell everyone else this isn’t for them.
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Social Persuasion

When teachers struggle and ask for reassurance…

We encourage. We praise. We say ‘you’ve got this.’

But generic encouragement doesn’t build efficacy. Specific 
feedback tied to evidence does.
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Social Persuasion

Belief doesn’t grow from being told you’re capable. 
It grows from being shown why you are.
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Emotional and Psychological States

When things feel chaotic or uncertain…

We hide stress or push through it.

But leaders regulate belief before they 
regulate systems.
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Emotional and Psychological States

My calm didn’t just make the room feel better, it 
told my staff this we can be successful.
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These moves require intentional practice and feedback, 
especially under pressure.



Feelings/Emotions 
Negative emotions 
diminish efficacy. 
Positive emotions 

strengthen it. 

Vicarious Experiences 
When seeing others meet 

with success, it’s important to 
identify similarities between 
those we are observing and 

our own situations. 

Social Persuasion 
Persuasion can be used to 

enhance efficacy if educators 
find the persuader credible 

and trustworthy. 

Mastery 
Experiences 
For efficacy to be 

enhanced, teams need to 
succeed at the things 

they perceive as difficult.   

What are 
the 
implications 
for your 
leadership 
practice?
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Leadership Efficacy is built in ordinary moments

A decline in belief typically occurs through numerous small, 
unexamined interactions rather than a single large failure.
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Leadership Efficacy is built in ordinary moments
Belief doesn’t erode in dramatic ways.

It erodes quietly.
And it’s rebuilt the same way.
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So How Is Collective Efficacy Actually Built?

Collective efficacy doesn’t appear because teams collaborate more or leaders 
believe harder.

It grows when specific conditions are intentionally created over time.

(Donohoo, O’Leary, & Hattie, 2019)
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Five Enabling Conditions for 
Collective Teacher Efficacy

1. Consensus on Goals
2. Empowered Teachers 
3. Cohesive Teacher Knowledge
4. Embedded Reflective Practice 
5. Supportive Leadership  

Donohoo, J., O’Leary, T., & Hattie, J. (2019). The design and validation of the enabling conditions for collective efficacy scale. Journal of 
Professional Capital and Community. 
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Collective Efficacy Lives or Dies in 
Leadership Decisions

The enabling conditions don’t operate independently.

They are amplifiers of a principal’s sense of efficacy.
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Goal Consensus: 
How Leaders Signal What’s Worth Persisting In

Leadership Efficacy Lens:

Low-efficacy leaders use goals to create compliance.
High-efficacy leaders use goals to create persistence.
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Low efficacy under pressure looks like:
○ Constantly revising goals

○ Quietly abandoning hard goals

○ Treating goals as announcements, not commitments
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Most leaders don’t abandon goals 
intentionally.

They loosen (or forget about them) them 
quietly when belief starts to wobble.
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Empowered Teachers:
Where Leaders Reclaim Control Under Pressure 

Leadership Efficacy Lens:

Low-efficacy leaders share power when things are calm.
High-efficacy leaders hold shared power when things get messy.
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Low efficacy under pressure looks like:
○ Recentralize decisions

○ Speed up approvals

○ Confuse urgency with authority
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Empowerment breaks down most often at the 
moment teachers feel unsure, not when 

things are going well.
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TBG
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The question isn’t who has permission to 
decide.

It’s who feels responsible when the decision 
is hard.



FIRST Educational Resources FIRST Educational Resourceswww.firsteducation-us.com

Most principals don’t take power back 
intentionally.

They take it back to reduce risk, often 
without realizing it.
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When leaders doubt their own efficacy, they 
often over-function for their teams.
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Final Thought:

When teachers are uncertain, do I step in to help, or step in 
to decide?
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Cohesive Teacher Knowledge:
How Leaders Create Clarity so Teachers are 

never alone.
Leadership Efficacy Lens:

Cohesive teacher knowledge isn’t about teachers doing the same thing. It’s about 
teachers knowing what great looks like, and knowing they’re not figuring it out 
alone.
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Low efficacy under pressure looks like:
○ Everyone has their own style.

○ We trust teachers to do what works for them.

○ We don’t want to micromanage instruction.
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Inconsistent instruction, or response to student 
struggle, is rarely a teacher knowledge problem.

It’s usually a leadership clarity problem.
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Most principals don’t intend to leave teachers 
isolated.

They underestimate how much clarity 
teachers need to feel confident.
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Embedded Reflective Practice:
How Leaders Help Teams Notice What Actually 

Works
Leadership Efficacy Lens:

Schools are full of experiences.
Efficacy only grows when leaders help teams make meaning from them.
Without reflection, success feels random, and struggle feels personal.
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Low efficacy under pressure looks like:
○ Moving quickly from one initiative to the next

○ Treating results as something to report, not examine

○ Celebrating outcomes without unpacking why they happened
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Action Impact



Decreased Zero Enhanced

0

The Hinge Point

0.40

Leaders who 
get others to 

evaluate 
collective 

impact

Hattie, J. (2024). Visible Learning – 250+ Influences on Student Achievement 

0.91



FIRST Educational Resources FIRST Educational Resourceswww.firsteducation-us.com

Experience alone does not build efficacy.

Unexamined experience actually weakens it.



FIRST Educational Resources FIRST Educational Resourceswww.firsteducation-us.com

Supportive Leadership:
The emotional climate leaders create without 

knowing it
Leadership Efficacy Lens:

Supportive leadership isn’t about being liked, it’s about being 
steady.
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Low efficacy under pressure looks like:
○ Mixed messages

○ Inconsistent presence

○ Support that feels evaluative instead of developmental



Relational trust: Staff believe you care about them as people.

Competence trust: Staff believe you are knowledgeable and 
capable.

Integrity trust: Staff believe you mean what you say and 
follow through.
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Supportive leadership is about what people 
learn from your presence when things go 

wrong.
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The risk isn’t that you don’t understand this 
efficacy.  The risk is that you’ll return to old 

patterns without noticing it.

Every leader in this room will face moments where 
belief is tested, and those moments rarely 

announce themselves.
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Erie Catholic Schools Leadership Conference
Leading the Learning Day 2

Garth Larson
CEO, FIRST Educational Resources

garth@firsteducation-us.com

Don Smith
Director of Professional Services

don@firsteducation-us.com
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Principal Pressure
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Pressure shapes leadership efficacy in ways staff 
experience directly. 

A leader's efficacy level simultaneously impacts the 
amount of pressure felt at any given moment.
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Principal/Leadership Pressure doesn’t mean you’re weak.

It means you care deeply!



FIRST Educational Resources FIRST Educational Resourceswww.firsteducation-us.com

Principal Pressure: The Hidden Messages We Send

When leadership systems operate solely from urgency, staff may hear:

“I don’t fully trust you to handle this without me.”

“Leadership lives in the office, not in this building.”

“Learning is optional when things get hard.”

“Now is not the time to ask questions or take risks.”

“Speed matters more than thinking.”

“Someone else will step in and fix this.”

“Strong leaders absorb pressure instead of building capacity.”

“Burnout is the price of commitment.”
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I didn’t say any of these out loud.
But over time, my behavior taught my staff 

every single one of them.
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Hidden Message My Staff May Hear Common Principal Behaviors That Teach It

“I don’t fully trust you to handle this without me.” Stepping in immediately when conflict arises instead of coaching first; redoing work rather than giving feedback; approving 
every decision personally

“Leadership lives in the office, not in this room.” Making final decisions alone; talking at teams instead of learning with them; being absent from PLCs or leaving early

“Learning is optional when things get hard.” Canceling PLCs, coaching, or PD during busy seasons; postponing instructional work “until things settle down”

“Now is not the time to ask questions or take risks.” Responding to questions with urgency or defensiveness; signaling stress verbally or non-verbally; rewarding compliance over 
curiosity

“Speed matters more than thinking.” Solving problems for teams; rushing decisions; prioritizing quick fixes over reflective conversations

“Someone else will step in and fix this.” Handling discipline or parent conflict personally without debriefing; not building follow-up capacity in others

“Strong leaders absorb pressure instead of building 
capacity.”

Taking on more tasks instead of delegating; protecting others from discomfort rather than growing them through it

“Burnout is the price of commitment.” Modeling exhaustion as normal; celebrating overwork; minimizing boundaries or recovery time
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Over time, they trained my staff to rely on me 
(leadership) instead of believe in themselves.
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Every one of these behaviors made 
sense in the moment of crisis, but they carry long 

term costs.
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Bandura (2000) explained that “when faced with obstacles, setbacks, 
and failures, those who doubt their capabilities

slacken their efforts, give up, or settle for mediocre solutions. Those 
who have a strong belief in the capabilities redouble their effort to 

master the challenge” (p. 120).

Bandura, A. (2000). Cultivate self efficacy for personal and organizational effectiveness. Blackwell handbook of principles of 
organizational behavior (p. 120-136). Oxford, Malden, MA
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When my own efficacy was shaky, it didn’t stay internal.
It showed up in my behavior.
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Instead of This Message… Efficacy-Building Leadership Moves Under Pressure

“I don’t fully trust you to handle this without me.” Pause before stepping in; ask coaching questions first; allow others to lead and stay present as support

“Leadership lives in the office, not in this room.” Learn publicly with staff; participate in PLCs as a learner; name leadership moves you see in others

“Learning is optional when things get hard.” Protect PLC and coaching time during stress; explicitly state that learning is the work

“Now is not the time to ask questions or take risks.” Normalize uncertainty; thank people for naming problems; model curiosity instead of urgency

“Speed matters more than thinking.” Slow decisions intentionally; ask teams to analyze before acting; value process over quick fixes

“Someone else will step in and fix this.” Debrief incidents with staff; coach through decision-making; transfer problem-solving ownership

“Strong leaders absorb pressure instead of building capacity.” Delegate with purpose; build clear systems; grow others to handle complexity

“Burnout is the price of commitment.” Model boundaries; name sustainability as leadership; celebrate growth, not exhaustion

What efficacious Leaders do differently under pressure
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The goal isn’t to feel less pressure.

The goal is to lead in ways that transfer belief instead of 
absorbing it.
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So if pressure isn’t the problem…

Then the real work is learning how belief gets built or blocked 
in moments of stress.
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When principals experience success, it reinforces their belief 
in their ability to lead.
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Leader 
Efficacy

Leader   
Behaviors

Teacher Beliefs 
(CTE)

Implementation    
Quality

Student 
OutcomesAdapted from The Confidence to Lead
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Leadership Efficacy is built in ordinary moments
Belief doesn’t erode in dramatic ways.

It erodes quietly.
And it’s rebuilt the same way.
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So How Is Collective Efficacy Actually Built?

Collective efficacy doesn’t appear because teams collaborate more or leaders 
believe harder.

It grows when specific conditions are intentionally created over time.

(Donohoo, O’Leary, & Hattie, 2019)
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Five Enabling Conditions for 
Collective Teacher Efficacy

1. Consensus on Goals
2. Empowered Teachers 
3. Cohesive Teacher Knowledge
4. Embedded Reflective Practice 
5. Supportive Leadership  

Donohoo, J., O’Leary, T., & Hattie, J. (2019). The design and validation of the enabling conditions for collective efficacy scale. Journal of 
Professional Capital and Community. 
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Collective Efficacy Lives or Dies in 
Leadership Decisions

The enabling conditions don’t operate independently.

They are amplifiers of a principal’s sense of efficacy.
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Empowered Teachers:
Where Leaders Reclaim Control Under Pressure 

Leadership Efficacy Lens:

Low-efficacy leaders share power when things are calm.
High-efficacy leaders hold shared power when things get messy.
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Low efficacy under pressure looks like:
○ Recentralize decisions

○ Speed up approvals

○ Confuse urgency with authority
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Empowerment breaks down most often at the 
moment teachers feel unsure, not when 

things are going well.
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TBG
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Elementary Team Slides 
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No common 
understanding of what an 
TBL Classroom Looks 
Like…
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https://docs.google.com/file/d/1XK4IHGx2KpADfN_Y8FM-BsZuE5HxQOQY/preview
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“Show me a school, or what this looks like in 
another classroom…”
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“Show me a school, or what this looks like in 
another classroom…”

As you lead the TBL process in your buildings, you need a crystal clear, 
shared vision of what a Target Based Learning classroom actually entails. 

If we are asking teachers to shift their practice, what exactly are we 
observing when we walk in the door?
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What we will not see…

1. How they prioritized standards
2. How they examined the targets took the time to deeply 

understand the rigor of the standard
3. How they used the targets while they planned
4. How they aligned their assessments to the targets

These are things you see in a one on one session with a 
teacher
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We will see the effects of those things when we visit the 
classrooms

1. Group 1: The Teacher Lens. What is the teacher doing? What specific words or phrases are they 
saying to the room or to individual students?

2. Group 2: The Student Lens. What are the students doing? If you pull up a chair next to a student, 
what are they able to tell you about their work?

3. Group 3: The Environment Lens. What is on the walls? How is the room structured to support 
learning over compliance?

T-chart: Looks like, Sounds Like
Do this as a staff!
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Swap and Prioritize

Rotate clockwise to the next piece of chart paper. Read the list and use a different colored 
marker to circle the top three non-negotiable items on that page.

Rotate one more time to the final paper, review the list, and put a star next to the single most 
important item on that page.

Return to your paper and review the starred items. 

Share out with whole group
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“Look fors” Handout

https://bit.ly/SBLLookFors

Which of the "What we are not looking for" examples on this 
handout are the most common in your building right now?

How can we use this tool to shift those specific compliance 
behaviors into learning behaviors?
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STAGR Resistance Coaching Scenarios

https://bit.ly/GradingScenarios

As leaders, you will inevitably face pushback when guiding your staff through the STAGR process. This activity 
provides an opportunity to practice your coaching responses to some of the most common roadblocks we see in 

the field.

Directions:

1. Pair up with another administrator. 
2. Take turns playing the role of the Teacher and the Coach.
3. The Teacher will read the "Teacher Resistance" statement out loud.
4. The Coach will respond. Your goal is to guide the teacher toward the listed "Mindset Shift." You may use the 

provided "Coaching Prompt" as a baseline, but challenge yourself to deliver the message using your own 
authentic leadership voice and vocabulary.

5. Briefly discuss how the response felt, then switch roles for the next scenario.
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