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Motivating Teachers and Shifting School Culture

Show Me Conference 

2017

A Process 
Circle for 
Guiding 
Change
[From 

Breaking 

Ranks, 

NASSP, 

2011]

To what degree will we allow our 

colleagues/teachers to hold beliefs and 

conduct practices different from our own, if 

we believe our own practices are ethical and 

effective, and there’s are not? 
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“Most of the time I’m a leader, but 
sometimes I have to be the boss.”   

-- quote from a

highly accomplished 

secondary principal

Focus on         

principles, 

then gather your solutions. 

Quite often, effective teaching 

is 90% mindset, 10% craft and 

mechanics. 
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In order for someone to accept feedback or take 
a risk with a new idea, he must admit first what 

he was doing was less effective than his ego 
thought it was.  

Assumptions and Biases 

that Are Hard to Overcome…

• Rubrics by their nature limit the next 

generation. 

• Teachers impart knowledge to their 

students? ‘Not necessarily.

• “Show me the research that this works!” 

• “We have more control when students sit 

quietly in their desks for the whole period.” 

• Students need to be punished for 

infractions. 

• “Grades motivate students.” 

• Technology integration will improve 

student achievement – Not without 

pedagogy!

• Common Core will improve student 

achievement – Not by itself.  

• All English Language Learners should get 

the same response. 

• Middle school students know how to read

• Anyone of a non-dominant culture is 

suspicious. 
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Re-frame. 

“A student is not an interruption of our work…the 

student is the purpose of it.  We are not doing a favor 

by serving the  student…the student is doing us a 

favor  by giving us the opportunity to do so.”

-- William W. Purkey from an L.L. Bean Co. poster: 
“What is a customer?” by J.M. Eaton

It’s not
an answer 
chase.
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It’s a question journey.   

Embrace the fact that, “[l]earning is fundamentally 
an act of creation, 

not consumption of information.” 

-- Sharon L. Bowman, Professional Trainer

Engaged… Compliant…
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Don’t succumb to intellectual bias. 

Build Empathy.

Time is NOT immutable.

‘Time to Change 

the Metaphor:

Grades are NOT 

compensation.  

Grades are 

communication: 

They are an 

accurate report of 

what happened.
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F.A.I.L.

First Attempt in Learning

Re-Do’s & 
Re-Takes with students 

and their teachers: 
Are They Okay?

More than “okay!”  

After 10,000 tries, 

here’s a working 

light bulb.  ‘Any 

questions? 

Thomas Edison

“What’s that foul 

odor coming from 

the middle school?” 

Never sacrifice sound 

pedagogy because 

someone above you 

isn’t there yet.



2/16/2017

8

To begin, focus on what you have in common.

Do teachers have the creativity to solve their own problems?

• My whole lesson today is based on accessing those three 
Websites, but the school’s Internet is down, so what can we 
do instead?

• Small groups are not working in my class, yet I know they’re 
important for many students’ learning.  How do I get these 
students to stay focused on their group tasks?

• I’ve backed myself into a corner explaining an advanced 
science concept, and it’s not making sense to me, let alone to 
my students.  What should I do? 

• Angelica is far beyond where I’m comfortable teaching, but 
we have two more weeks in this unit for the rest of the class.  
What will I do with her that honors her readiness level?

• I’m supposed to differentiate for some of my 
students, but I don’t see any time to do it.  

• My school’s current electronic gradebook system 
doesn’t allow me to post anything but norm-
referenced scores, and I want to be more criterion-
referenced in my grades.  What can I do?

• Because I’m a veteran teacher, I’ve been asked to be 
the rotating teacher using a cart and moving from 
classroom to classroom each period so the new 
teacher can have his own room and not have so 
much to deal with his first year. How will I handle 
this?
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Suspend judgment.

Humans naturally categorize and judge.  

Fight the urge to label or automatically dismiss 

something – which are both hard to do when in 

survival mode, agreed.  Discern between exploring 

and judging, and lean toward exploration only.  

“Tell me more about…” “What would happen if 

we…?” “Have you considered…?” Choose “Yes, 

and…” over, “Yes, but….” comments.   

Tolerate ambiguity. 

Share freely.  

We are often better served by connecting ideas than we 
are by protecting them. (P. 22, Johnson) 

P.61 – “Instead, most important ideas emerged during 
regular lab meetings, where a dozen or so researchers would 
gather and informally present and discuss their latest work. If 
you looked at the map of idea formation…., the ground zero of 
innovation was not the microscope. It was the conference 
table.”

The Fox televsion show, “House,” used this model 
frequently.  

With colleagues, 
reflect on the bigger questions:

How does my approach reflect what we know about studetns 
this age?

Why do we grade students?
Does our current approaches best serve students? 
How do we communicate with parents?
How does assessment inform our practice?
Is what we’re doing fair and developmentally appropriate?
How can we counter the negative impact of poverty/mobility 

on our students’ learning?
What role does practice play in mastery?
What is mastery for each curriculum we teach?
What is homework, and how much should it count in the 

overall grade?
How are our current structures limiting us?
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With colleagues, 
reflect on the bigger questions:

Whose voice is not heard in our deliberations?
What do we know about differentiated practices and the latest 

in cognitive theory and how are those aspects manifest in 
our classrooms? If not, why not?

Are we mired in complacency?
Are we doing things just to perpetuate what has always been 

done?
Are we open to others’ points of view – why or why not?   
Does our report card express what we’re doing in the 

classroom?
How are modern classrooms different from classrooms thirty 

years ago? 
Where will our practices look like 15 years from now? 
To what extent do we allow state, provincial, country, or 

international exams to influence our classroom practices? 

Accept the fact that there is

no one way to get your whole            

faculty on board.  Waiting for 

100% buy-in is a willful act of  

failure.   
Another Act of 

Willful Failure:

Changing structures,  

programs without 

changing teacher   

beliefs as well. 

Three Premises:

• We can control and coerce someone to do 

something, but we can’t motivate anyone to do 

anything they don’t already want to do. 

• Motivation is only doing to the best of our ability what 

we are already capable of doing. (Rick Lavoie, F.A.T. 

City Workshop: How Difficult Can This Be?” PBS Video)

• Motivation is not something we do to teachers, it is 

something we create with them. 
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Carrots and stick 

approaches  don’t 

work.  Avoid 

them. 

Three elements in intrinsic motivation: 

• Autonomy -- the ability to choose what and how 

tasks are completed

• Mastery -- the process of becoming adept at an 

activity

• Purpose -- the desire to improve the world. 

-- Daniel H. Pink 

Drive: The Surprising Truth about What Motivates Us

2009

Build instructional versatility.

We can’t be creative with what we 
don’t have.  ‘Remember?
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Participate in the larger profession.

Professional inquiry via personal action research projects, 
Professional Learning Communities, subscriptions to professional 
journals, participation in on-line communities: listervs, Twitter, 
Blogosphere, Webinars, Nings, and Wiki’s; professional 
conferences, instructional roundtables in the building  

We get more ideas/tools, and creative people are 
inspired by people around them.  

Read professionally and personally

Write in the margins, make personal 
reactions to text.  Share text/comments with 
colleagues.  Occasionally do intense, focused 
time immersed in one topic via Literature, blogs, 
videos, lectures, and other resources. 

Sleep.

Seriously, ‘a lot.  Sleep aids creativity in many 

ways: It creates the relaxed, associative state of 

mind.  It improves alertness, working and long-

term memory, and positive, “Can do” attitude.  It 

may be one of the most influential factors in 

thinking.   
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Regularly do automatic tasks and let the 
mind roam.  

Walk, run, drive a long distance without listening to 
music, take an extended shower or bath, wash a lot of dishes, 
mow the lawn, weed the garden, paint a room, crochet, clean 
gutters, shovel snow, stare at the ocean, watch birds for 45 
minutes, swim freestyle, water walk, or tread water for an 
extended time.  All of these put us in a more associative state.  

Do activities that have no extrinsic reward 
associated with them.  

In Drive, Daniel Pink reminds us that, “Rewards, by their 
very nature, narrow our focus.” (p. 44)  Creativity happens more 
often because people are curious, not because it satisfies 
financial incentives.  Yes, we do some things in order to increase 
our salary step or receive a bonus, but creativity is usually a 
casualty of such approaches. 

Teachers can write articles and blogs on topics they 
enjoy, not just on topics that get pay.  As we have time and 
interest, we can mentor new teachers, sponsor a club or sport of 
interest, write articles and blogs on topics of interest, and we can 
participate in training and teach a class about ELL, gifted, 
technology, coding, library/media services, learning disabilities, 

and drama.  

Don’t succumb to 
the opinions of 
untrained 
parents, business 
leaders, and 
politicians.  “Trust 
your training, you 
will.”
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Ask teachers to tell the 

story of how they learned 

their craft. 

Ask teachers to submit to 

the same evaluation 

requirements as they 

demand of their students. 

Give teachers 

feedback in the 

manner in 

which we want 

them to give 

feedback to 

students. 

Experiencing 

the positive of 

such, they are 

inclined to offer 

it to students.

Premise:

A teacher waiting for the school or district to 

provide professional development for him isn’t 

even treading water. We are responsible for our 

own professional development. 

Our Own 
Professional Development

• Mentoring

• Professional 

Reading

• Reflective Learning Logs

• Listservs, on-line 
communities

• Instructional Roundtables

• Professional Learning 
Communities

• Faculty Portfolios

• Videotaping and         

Analysis

• Workshops and 

Conferences

• Web casts and Video-

conferencing

• Action research

• National Board 
Certification
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Great On-line Tutorials about Teaching 
and/or the Subjects We Teach

• www.teachingchannel.org

• www.schooltube.com

• www.teachertube.com

• www.khanacademy.org

• www.youtube.com

• Authors/Publishers often have videos

(www.stenhouse.com/fiae)

Teacher Inservice Training

• www.ascd.org

• www.sde.com

• www.leadandlearn.org

• www.nassp.org

• Specific subject professional organizations

• Authors and presenters

• www.aeispeakers.com

• Speaker’s bureaus

• “Wisdom Within” – experts in the building already

• Consider Webcasts, E-Seminars, or Videocasts

Subscribe

•RSS Feeds

•Blogs

•Magazines/journals

•Updates

•Smartbrief

Sample Smartbrief Topics:

• Stem Education

• Middle Level Teaching

• Special Education

• ASCD

• Global News

• Ed Tech

• Geography

• English and Literacy

• Social Studies

• Math

• Scientific Research

• Education Leadership

• Education Policy
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Good Idea:

Maintain a place on the school’s Intranet to post 

notes from conferences, article summaries, 

relevant blogs, etc. as well as questions.  Have 

those questions answered by teachers or guest 

experts (local and national trainers and authors on 

differentiation).

Don’t forget 

On-line,

Live 

Professional 

Development 

just for you or 

faculty:

• Google Hangout

• Skype

• Live Webinars

Twitter!

At www.twitter.com, type in your name, e-mail, and a 

password.   You can enhance things a bit by editing your 

on-line profile, too, which includes a place to upload a 

picture of yourself (or not), a school or sports logo (or 

not), and a place to post a short descriptor of you that will 

display any time someone wants to find out more about 

you or help friends make sure you are the correct, “Amy 

Smith,” from a list of seven of them.  

#sbgchat -- Don’t forget Twitter Chats and Storify!
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While on Twitter, we can see photos, videos, 

and thoughts of others real-time as they happen.  

In a given minute on Twitter, educators post the 

links to live streaming video of Venus passing 

across the Sun, a famous author’s keynote 

address, an orchestra’s riveting performance of 

Edvard Grieg’s work, a tour guide’s explanation of 

sculpture in Florence, Italy, a surprise discovery 

under ice in the Antarctic, or the final moments of 

World Cup football (soccer).  We can “sit in” on 

classroom lessons delivered all over the world, 

and if the teachers allows, we can interact with 

their participants as they happen.  

For your own Professional Development, 

Write Education Articles and Blogs

Writing Media to Consider:

•Magazine/Journal/Newsletter Articles

•GPS or IPS (see other slides on this)

•Listservs

•Blogs

•Editorials

•Journaling

•Books

•Twitter

•“White Papers”



2/16/2017

18

Personal Well-Being

• Wash your hands

• Establish friendships with custodial and front office 
staff

• Learn CPR

• Get sleep

• Exercise

• Drink water

• Stay sharp verbally  

Build teacher autonomy. 

When teachers retain autonomy to make lesson changes 
they find effective, they take responsibility for the 

outcomes.  They commit to a lesson’s success more 
personally, analyzing their actions and revising thoughtfully. 

Examples of Teachers’ Lack of Autonomy:

Mandated scripted programs with no option to adjust it 

according to students’ needs…

“Teachers are warned to plan accordingly because the paper 

supply will run out in January…

The master schedule cannot be changed to accommodate a 

compelling guest speaker…

Teachers can’t incorporate a new “app” in their lessons 

because it promotes the use of personal technology that 

school hasn’t sanctioned…

New students are three grade levels below grade-level 

proficiencies but they must do well on the final exam anyway…

No, you can’t take that field trip with the class because you 

only get one per year, and it would be too much time away from 
preparing for the annual exam.  
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Create 

a Culture of Expectancy

 “This is our way of doing things around here.”

 Letter to potential new faculty

 Immersion -- If it’s in sight, it’s in mind, so put it 
in sight.

 Publicize at faculty meetings, newsletters, letter 
to parents, news organizations, Website

 Promote in public spaces used by teachers

 Attach differentiated instruction practices to 
professional goals and annual evaluation

What if there were no 
hypothetical 
questions?

1. Students are working in small groups on an assigned 

task.  One student isn’t cooperating with the rest of 

his group, however, and as a result, the group is 

falling farther behind the other groups. What happens 

when it comes to grading the group’s product?  

2.   A student keeps re-doing an essay in order to 

improve his grade, but he seems to disregard the 

advice the teacher gives him on each attempt.  He 

makes a few cosmetic changes and re-arranges 

some words, but there’s no substantive change.  He 

and the teacher are getting frustrated at his lack of 

progress.  
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3.   Eleven students do not do the assignment from last 

night.  Consequently, they are not prepared to move on 

with the class in today’s task.  What is an effective 

instructional response?  And when it comes to 

assessment? 

4. A student just moved into your class and school from 

out of state, and he seems to not have the basic 

foundations that you’ve already taught your class.  

Those foundations are very important for students to 

know for the next unit of study you have to teach.  

Everyone needs to save face 

and be honored.  

Some teachers and school leaders are irrational, territorial, 

uninformed, or ill-suited to their jobs.  With these people we 

can: 

• Help them see how they come across in 

whatever diplomatic way we can

• Help them get guidance if they are poorly 

trained 

• Offer them alternative compromises between 

their needs and our needs so that both are 

served

• Educate them patiently so they can “save face,” 

by speaking from understanding and not being 

threatened by the proposed changes



2/16/2017

21

• Present concerns along with their solutions so 

they are not stressed further

• Acknowledge that they are having a tough time 

and come across as supportive, not adversarial 

• Quit working for him or her

• Make it very comfortable for him or her to 

vacate the position

• Share our concerns with someone in 

supervisory capacity 

Rotate meeting places in order to fully 

dimensionalize colleagues—so they 

become more than stereotypes and 

caricatures.

In order for someone to accept feedback or 

your new idea, they must first admit what 

he was doing could be improved, or was 

less effective than he thought it was.  

When disagreeing, is it better to say, “Tell me 

more about that,” or to roll our eyes in derision? 

Put norms in place in which it is safe to question 

the status quo without fear of reprisals or looking 

ridiculous.  

Invite Devil’s Advocate, Socrates, “Yes, but…” 

questions to let folks to get answers to specific 

concerns, but also facilitate an equal number of 

“Yes, and…” responses in which colleagues 

improve or extend ideas. 
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Skill Sets Teachers Need in Order to 
Work Together to Improve Practices

• How to write and talk about teaching; how to make 
the implicit explicit  

• Formative versus Summative Assessments 

• Cognitive Science applied in the classroom

• How to critique each other constructively

• How to work with mentors/coaches

• How to read, critique, and share professional 
materials – text, Websites, videos, research. 

Ask what a respected 

colleague or leader would 

do.

Realize that every administrator/teacher 

wants students to be successful.  If you find 

a better way to achieve student success, 

don’t be bashful.  Present it.  

Present problems with their solutions.   
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Put time, energy, people, and money into 

coaching/mentoring teachers.  
Consider:

-- -- PLC’s 

-- Critical Friends 

Network

-- Teacher Action 

Research Teams

-- Becoming a Lab 

School for a local 

University

-- Beginning teacher 

induction programs

End 

hypocrisy…

Deviate from the program here and there as 

necessary for students’ success, but translate 

what you’re doing into the language of the 

district so you can keep your job. 

Tell those questioning your deviation from the 

establish program that you’re doing a “pilot.”  

People get panicked by permanence.
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Start with a Few…

 Identify 3 or 4 staff already differentiating or 
willing to give it a shot…and support their 
journey with everything you’ve got.  

Ask them to present their journey to the 
faculty -- ‘mistakes, successes, ‘everything.

 Invite a parent or three to be a part of the 
conversations.  

Regularly Affirm Small Steps  

• public recognition at faculty gatherings

• private notes of thanks & encouragement

• take over a teacher’s class in order to give 

her an extra planning period

• refer a teacher looking for help to a successful 

teacher

• post teacher successes somewhere visible 

• invite news organizations to interview teachers who’ve 
been successful

• ask successful teachers to take on leadership roles

“Dipstick” frequently.
(a John Saphier term)

This includes a checklist for evidence of 

standards-based assessment/grading in 

your Walk-through observations.

Ask teachers to present evidence in planning and 

practice.  Consider both quantitative and qualitative 

measures.  What would this look like? 
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Bring at least one parent to every 

conference or in-service training.

Open each Faculty Meeting 
with the Idea

A different group shares their 

interactions with the topic for five to ten 

minutes each meeting.  Rotate different 

departments and grade levels through 

the presentation duty.  

Use Department Meetings

At every department meeting:  

Discuss an aspect of the idea and 

prepare a report for the administration

Ask: What does this look like in our   

discipline?    
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Disseminate articles/ideas in teacher 
boxes

Keep the idea(s) in front of teachers 

so it doesn’t get moved to the back 

burner.   Make sure to follow up with a 

structured interactions.   

Publicize!

Add the new program or emphasis to 

the school’s publications such as 

newsletters, Website, Work Plan, 

accreditation materials, and promotional 

school materials. 

Conduct Instructional Roundtables

• One-hour or less

• Someone (not limited to leaders) posts a 
topic for discussion and a location for the 
meeting two weeks in advance

• All are invited, but ‘must have one idea to 
share (photocopied) as ticket to the 
roundtable
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Conduct Book Study Groups

• Teachers and administrators

• Request study guides from publisher, if 
available

• One month in duration, if possible

Analyze each other’s 

lessons and actual 

teaching. When 

analyzing others, we 

think about our own 

practices. 

Peer Observation System

• Create a system of collegial feedback in which teachers 
observe and analyze each other’s lessons in light of the 
new faculty emphasis.   

• Assign someone the task of coordinating who’s partnering 
with whom, as well as the dates and times for 
observations and post-observation analysis.   

• Observations can be in person by giving up an occasional 
planning (or providing a sub for a non-planning period 
slot), or it can be done by video-taping the class and 
analyzing the lesson with a colleague later.  

• Enlist retirees and parents to do the video-taping, if that’s 
easier.   
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C.B.A.M. --

Concerns-Based Adoption Model

Teachers move through different stages of 
concern – for themselves, for the task, for the 
new idea’s impact – as well as through stages 
of use. If we respond to each level of concern 
and how teachers are using the idea, 
teachers are more willing to partake in the 
new initiative. 

Teacher Concerns

6 - Refocusing

5 – Collaboration 

4 – Consequences

3 – Management

2 – Personal

1 – Informational

0 – Awareness 

Teachers Use of the New Idea

6 – Renewal

5 – Integration

4a/4b – Refinement/Routine 

3 – Mechanical

2 – Preparation 

1 – Orientation

0 – Non-use
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Great CBAM Resources:

Taking Charge of Change

Shirley M. Hord, William L. Rutherford, Leslie Huling-

Austin, Gene E. Hall

ASCD,  1987

Also try, Southwest Educational Development 
Laboratory catalog:   

www.sedl.org/pubs/catalog/items/cbam15.html

Keep the timeline and 

accomplishments ever-visible.
Stage 1

Stage 2

Stage 3

Great book to get started:

The Differentiated 
School: Making 

Revolutionary 
Changes in Teaching 

and Learning

Carol Ann Tomlinson, Kay 
Brimijoin, Lane Narvaez

ASCD 2008
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Also, to Get Started: 

Transforming School Culture: How 

to Overcome Staff Division

Anthony Muhammad, Solution Tree 

Press, 2009

Leading Change in your School: 

How to Conquer Myths, Build 

Commitment, and Get Results,

ASCD, 2009

Breaking Ranks: A Field Guide to 

Leading Change, NASSP, 2009 (Don’t 

forget BRIM – Breaking Ranks in the 

Middle, too!)

Talk About Teaching! 

Leading Professional 

Conversations, 

NASSP/Corwin/NSDC, 

2009

What goes 
unachieved in 
students because 
we chose to be 
politically safe?

http://www.amazon.com/gp/product/images/1416608087/sr=8-1/qid=1245251321/ref=dp_image_0?ie=UTF8&n=283155&s=books&qid=1245251321&sr=8-1
http://www.amazon.com/gp/reader/1412941415/ref=sib_dp_pt#reader-link

