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Notes from Stream 2:  Focus on Classroom Practice and Instructional 
Leadership  
 
Day One, Session One:  Challenges we face in terms of defining and 
implementing best classroom practice and instructional leadership 
(with input from US master teachers/practitioners).  
 

 Gus:  Time is the biggest challenge – how to carve out time to focus on 
instructional practice/working with teachers… balance seems to tip 
away from instructional leadership and more toward operational 
leadership  

 
 Murray:  we’ve time tabled a 90 min staff development time, 

scheduled every Tuesday morning (enrichment for kids facilitated by 
outside facilitators).  Utilize the Marshall Memo as the rubric for shaping 
our conversations and in house presentations. The point is to get staff 
broadly talking about teaching all of the time…and to focus on specific 
tasks or themes. 

 
 Lynda – how do we get ALL teachers to get on board to share ideas, 

collaborate…how to get folks to buy in…to actually apply or put staff 
development ideas into practice.  How do we create systems of 
assessment and then move implement them at scale? 

 
 Mampho:  How to do you “sell” new ideas,  she recorded her own 

lessons…concentrated on 3 of the 49 techniques from Teach Like A 
Champion.  Then I took video of me teaching and showed it to others 
(model the method and behavior).  Now others are opening up to the 
idea.  Create a positive culture of critique and analysis.   

 
 Relationship of Teaching and Learning – “Schools that Work” South 

African report…one of the simple, small defining findings from this 
report: highly successful teachers focus on using every minute of the 



class to impart knowledge.  Time on task, minimizing transitions are 
very important.  

 
 David – the “do now” technique (from Teach Like a Champion), as well 

as Mampho (warm up)…they settle quickly and get to work. 
 

 Lynda:  great that individuals or pockets are implementing this, but how 
do we increase the buy-in, how to normalize this kind of 
instructional practice in a broader sense.  

 
 Murray….the professional culture needs to be that “we have to grow” to 

meet the needs of our learners and those beyond.  We exist as a lab 
school….so it’s imperative to grow the instructional network.  One way 
to do this is to bring teachers into each other’s classrooms on a regular 
basis. 

 
 Paul:  building the confidence of our teachers — SA teachers lack 

confidence.  A little interaction/professional development can go a very 
long way…good initial step is to look to reach out very locally.  The big 
question:  am I really doing the right thing for these learners? 

 
 David, Bafokeng:  In SA, ther is a huge range of experience and ability of 

teachers on the same staff.  As instructional leaders, we need to meet 
them where they are as teachers as school leaders, and develop them as 
is appropriate. 

 
 Linda:  What are the applications of this work in the independent school 

sector (low cost or not) in the public school?   For example, might 
coalition schools eventually share their practice and knowledge with 
public school teachers?   

 
 Teach South Africa:  the greatest common challenge that our 

ambassadors face is that the “outside environment” is not always 
conducive to igniting the passion to learn – we need to ignite – every 
child wants to learn, they want someone to believe in them, 
someone who “loves” them, challenges them.  

 
 



 Jabali, Uncommon schools:   Primary purpose for our presence here is to 
learn.  We are by no means experts or masters.  Very wary of 
assumptions that we might make about cultures, etc.  Struck by the 
questions, the challenges, the issues…this was exactly what was 
happened in the US about 12 years ago.  We aren’t experts, but we do 
have 12 years of experience.  If we drill deep, children are children, 
and it is our job to educate them.  Regardless of background, we are 
all presented with kids that have deficiencies and the hope and desire to 
succeed in life.  The fundamental paradigm is student outcomes.  You 
need to get to a place where you have objective results that no one can 
contest 
 

o Our model (Uncommon Schools/Knowledge is Power Program) is 
one model within one country.  These practices apply to a wide 
ranges of schools:  

 Developing a commitment and consistency around meeting 
standards-plus  

 Needs to be a culture of feedback and observation  
 (back story on Teach Like A Champion) 
 TLAC has become the content and model…so we have 

selected a finite specific model and we believe that with our 
population this will work…our job is to develop systems and 
that will teach you (teachers) how to do this 

 You then have to train your teachers explicitly…”if you 
want to be on the winning team, then you will need these 
tools” 

 Teachers then need practice to implement and then to 
receive quality feedback that leads to better practice. 
Assessment of teachers needs to begin from a position 
of love  

 Ongoing observation and feedback  
 Specific assessment of what good teaching looks like.  Again 

nothing that is threatening — it takes a school leader who 
is vulnerable in their own development to effectively 
lead good assessment 

 We have invested flip cameras – until you can actually “see 
it”  

 From here, you drill down into the nuances…. 



 Bottom line is that if we can get teachers to get 
better and then train others…then you can scale, 
grow “like wild fire”  

 
 Julie, Uncommon Schools 

o 1) I do, 2) we do, 3) you do – in every lesson  
o Greatest school leaders are visible at key times of the day and 

are then observing classrooms 
o 20 minute observations in classrooms:  don’t worry about visiting 

an entire class.  Instead, focus on a particular theme  or practice, 
look for it in multiple classrooms and then create professional 
development around that particular focus area (eg. rigorous 
questioning) 

o goal setting – every teacher has three goals at any one particular 
time – you observe around that particular goals – to move from 
good to great, gotta get back to work.  Every PD has a next step – 
measurable, posted publicly 

 video – teacher film him/herself…edits it down to where it 
really works…then soon they are self-critique 

o Systems of observation and assessment for all teachers 
o Data driven schools – data informs instruction  
o Schools have to have high expectations  

 
 

Day One, Session Two:  Working toward identifying, defining and 
implementing most appropriate best practice. How do we work to create 
and develop instructional leaders? 
 

 Paul: Can we develop instructional leaders without knowing if we are 
instructional leaders? 

 Inba:  From the coalition perspective, we need to look at our own 
schools first…take what we learn from coalition and implement at our 
own school level.  

 Taryn – Julie:  school seat time + after care programs…meeting the 
needs of our parents and community (there “is” more time in the day)  

 Julie/Jabali – 195 school days, plus 3 weeks of professional development 
during “summer”  



 In another professional career or business…you are always developing 
your staff…education needs to adapt a similar perspective (eg. 
Cognitive, brain development research) – learning styles, etc. –  

 Focus on the child…bottom line 
 For coalition, let’s share our assets, our strengths with the other 

member schools…shared professional development, shared resources, 
even shared vendors   

 Jabali:  just as important as defining what the instructional model IS, is 
defining what it is NOT.  “This is a limited way that we do what we do” – 
all of our schools are “Hedge Hogs”.  

 Lynda:  What I’m hearing is that you have a “model” that works and we 
don’t have it...I need a strong model that I am secure in, a cohesive, 
consistent model.  

 Gus:  what is also clear is that it’s a non-negotiable model…in SA we are 
lacking a culture of instructional leadership, observation and 
assessment…common standards, methodologies.  LEAP does not have a 
culture of reflection, observation, feedback nor a standard on which you 
can hang that model.  

 Julie – try out whatever you want to try in a small context…and then roll 
it out to the rest of the staff.  And grow the instructional leaders through 
a tiered system (principal – instructional leader –teachers)  

 Mampho – we could even (each school) take a technique and practice 
it…train 2 or 3 and get very good at it, and then bring this back to the 
group 

 Gus:  LEAP did this – 5 techniques – used teachers, then staff committed 
to actively implement 3 of 5 in your classrooms …also as a target for 
classroom/peer observation.  Now there is a common language… 

 Students will respond and see the cohesive   
 Kelly, KIPP:  you need a common language around how to give good 

feedback.  This is needed in order to normalize the process of giving 
feedback.   It removes the “threat”  

 Jeanette: Peer mentoring often becomes self-congratulatory 
 Kelly, KIPP:  Better to ask the question what impact did it have on 

students learning 
 Jabali:  Inspection Day:  Yearly, there is an inspection day…5 to 8 

school leaders from coalition schools, reviews data, observers every 
classroom, interview teachers, PD, read walls…then they meet for 2 
hours and then meet with principal for 2 hours – present 
“commendations”,  “quick hits” and “big rocks”, with protocol (1 hour 



each) on each big rock. And ten 30 minutes for school team to process 
feedback.  This builds great institutional knowledge.  

 Gus:  this requires a great deal of trust…not to judge me, not to 
condemn… 

 Julie:  protocol doesn’t allow for sharing with others unless leaders 
allow 

 Jabali – the most refreshing and brutal, but useful 12 hours of the year.  
 Julie – Principal write a brief to the visitors to focus the inspection  
 Dave:  Competition and Comparison twins…I suggest that the trust issue 

IS the issue, for our schools and coalition.  This would have an 
extraordinary impact on our country.  My success is dependent on 
your success.  

 Jabali:  is this just a verbal commitment among those presents? 
 Dave:  no, it’s really about starting at our schools. SA based around 

English culture – we have a long way to go to get to a sharing culture… 
 Gus:  coalition could create trust… 
 Dave:  we have only a sense of “overwhelming disaster” we need 

courage…we are going to move in a radical direction…we can’t tinker, 
we have to go in a different direction.  

 Jabali:  the voice only becomes loud enough when you have enough 
great schools…this equals political clout… 

 Dave: teacher quality is crucial… 
 
 
Details on North Star Academy Elementary School – Newark, New Jersey, USA 

 Julie – developed the school from scratch  
 Developed curriculum to exceed the state standards (rigorous 

curriculum)  
 Made the non-negotiables very clear 
 Typical day: 

o “Urgency, not an emergency” 
o No time is ever wasted – transitions cannot be more than 30 

seconds in classroom – “it” teachers  
o All teachers greet kids    
o Homework handed in  
o Grade work  
o Morning ritual - community circle  
o (university/college names for classrooms — we are all going to 

college!)  



o 4 pm end of day  
 Develop what you are really good at, and then share it (and 

contextualize it) 
 Lesson plan:  I do, we do, you do (independent practice)…pen to the 

paper… 
o Teachers often do heavy lifting, lead students…this shouldn’t be 

the case 
 Urgency is critical…it’s the key!  
 Schooling should be energizing!!! 

 
 

Day Two, Session One:  Chad’s Summary of critical points from Day One:  
 

 The children, students or learners must be at the center.  Everything 
that we do as educators must be framed by the question “what is the 
impact on student learning?” and delivered with “urgency (not 
emergency).”  Stated another way, “children are children, and it is our 
job to educate them.” 

 
 From the macro 30,000 ft. level (coalition level, national or international 

level) down to the micro of daily school life (school culture and 
classroom practice), great schools (and great instructional leadership) 
are made possible by a spiraling/tiered set of systems.  

 
 These systems are developed and refined using proven protocols, tested 

in specific (smaller) contexts and then scaled in their application.  
 

 Consistent, coherent, and broad based instructional leadership is only 
possible in school with a strong culture of observation and feedback.  
Such cultures require standards (or standards plus) by which that 
feedback is measured, and a shared common language around how we 
give feedback well.  

 
 Instructional leadership is developed most effectively through explicit, 

coordinated, and ongoing training.  
 

 Instructional leadership is best developed through the use of data to 
inform instruction (data-driven instruction; in terms of assessing 
academic/intellectual process & in terms of school culture) 



 
 Great schools know who they are and what they ARE about, and they 

know what they are NOT and what they are NOT about.   They know 
what is acceptable in terms of classroom practice and what is not (non-
negotiable). 

 
 The power of a coalition — “my success is dependent on your success” – 

we need to transcend the competitive model and move toward a 
cooperative shared model of interaction.  
 

 
Day Two, School Visits: 
 
Stream Two spend the day visiting three schools:  SSB, LEAP 4, and LEAP 3.  At 
each school we received a brief overview of the school, had an opportunity to 
get a tour of the school with a student guide, and then visited one, two or 
three lessons.  We concluded each visit with a short debrief of our experience 
at each location.  We adopted the Uncommon Schools structure/language of 
Commendations (things the school or individual instructors are clearly doing 
well), Quick Hits (things that schools or individual instructors can put into 
practice immediately to correct or improve areas of weakness), and Big 
Rocks (more significant challenges that the school should consider 
investigating further).  
 
Not surprisingly, we all found ourselves observing practice or cultural 
elements that fit into all three of these categories.  Overall, the group 
witnessed a lot of great teaching combined with tremendous potential for 
improvement.  Initial response from those hosting visitors was very positive.  
These visits should serve as pre-cursors to the full development of a coalition-
based “Peer Review” or “Inspection Day” protocol and practice.   
 
At the very end of our time together, those still remaining shared closing 
thoughts and proposed action items, some for individual schools (i.e., “when I 
return home to my school, I am going to…”) and some for the coalition.  
 
Two concrete action items for coalition leaders to consider:  
 



1. Consider holding subject-based coalition meetings (similar to the recent 
ICT meeting).  For example, hold a meeting for all science teachers in the 
coalition.   

2. Move to develop the protocol and practice of a formal school/peer 
review program among coalition schools.  

 
RESOURCES 
 
Over the course of our time together a few resources where mentioned more 
than once.  
 
BRIDGE:  description of bridge needed here 
 
 

Bridge Portal and Social Network 
The Bridge Portal is available at www.bridge.org.za  
To access the social network: 

1. Click on Social Network on the portal and then “Click here for the Bridge Social Network.” 

2. If you have not yet joined the social net work, please register a new profile.  

3. Please populate your interests on the Member Registration page so that you can be matched 

with other users and groups that share your interests. 

4. Then click Submit. 

5. You can now log onto the social network. 

 
If you wish to join a group: 

6. Click on My Groups. 

7. Click on All Public Groups in Your Network. 

http://www.bridge.org.za/
http://www.bridge.org.za/WF_Bridge


8. Click on the appropriate group. 

9. Click Join Group. 

10. You can now post comments, documents, blogs, photos, and information about events, that you 

can share with other users on the social network. 

If you wish to share a document with your group: 
11. Click on appropriate group 

12. Click on Group Folder 

13. You can now add a document to an existing folder or add a new folder 

14. For adding a new file: click on Browse. You can now search for the file you wish to upload. 

15. When adding a new document please note that a name and description of the document is critical 

for the search engine. You will need to select a folder that you want the document to be added to. 

16. Click Submit 

 
 
THE MARSHALL MEMO  
 
Mission and focus: 
This weekly memo is designed to keep principals, teachers, superintendents, 
and others very well-informed on current research and effective practices in 
K-12 education. Kim Marshall, drawing on 41 years’ experience as a teacher, 
principal, central office administrator, and writer, lightens the load of busy 
educators by serving as their “designated reader.” 
 

To produce the Marshall Memo, Kim subscribes to 44 carefully-chosen 
publications (see list to the right), sifts through more than a hundred articles 
each week, and selects 5-10 that have the greatest potential to improve 
teaching, leadership, and learning. He then writes a brief summary of each 
article, pulls out several striking quotes, provides e-links to full articles when 
available, and e-mails the Memo to subscribers every Monday evening (with 
occasional breaks; there are about 50 issues a year). 
 

Subscriptions: 
Individual subscriptions are $50 for the school year. Rates decline steeply for 
multiple readers within the same organization. See the website for these rates 
and information on paying by check or credit card.  
 

Website: 
If you go to http://www.marshallmemo.com you will find detailed 
information on: 
• How to subscribe or renew 
• A detailed rationale for the Marshall Memo 
• Publications (with a count of articles from each) 
• Article selection criteria 
• Topics (with a count of articles from each) 

http://www.marshallmemo.com/


• Headlines for all issues  
• What readers say 
• About Kim Marshall (including links to articles) 
• A free sample issue 
 

Marshall Memo subscribers have access to the Members’ Area of the website, 
which has: 
• The current issue (in PDF or Word format) 
• All back issues (also in PDF or Word) 
• A database of all articles to date, searchable  
    by topic, title, author, source, level, etc. 
• How to change access e-mail or log-in 
 
Publications covered 
 
American Educator 
American Journal of Education 
American School Board Journal 

ASCD, CEC SmartBriefs, Daily EdNews 
Ed. Magazine 
EDge 
Education Digest 

Education Gadfly 

Education Next 
Education Week 

Educational Leadership 
Educational Researcher 

Edutopia 
Elementary School Journal 
Essential Teacher (TESOL) 
Harvard Business Review 
Harvard Education Letter 
Harvard Educational Review 
JESPAR 
Journal of Staff Development 
Language Learner (NABE) 
Middle Ground 
Middle School Journal 
 

New York Times 

Newsweek 

PEN Weekly NewsBlast 

Phi Delta Kappan 
Principal 
Principal Leadership 
Principal’s Research Review 
Reading Research Quarterly 
Reading Today 
Rethinking Schools 
Review of Educational Research 
Teachers College Record 

The Atlantic Monthly 
The Chronicle of Higher Education 
The Language Educator 
The Learning Principal 
The New Yorker 

The Reading Teacher 
The School Administrator 
Theory Into Practice 
Tools for Schools 

 
 

 
 
BOOKS:  
 
Teach Like a Champion — Doug Lemov (Jossey-Bass, 2010)  



ISBN # 978-0-470-55047-2 
 
Driven by Data: A Practical Guide to Improve Instruction — Paul Bambrick-
Santoyo (Jossey-Bass, 2010) 
 
Good to Great:  — Jim Collins, (Harper Collins, 2001) 
 
UNCOMMON SCHOOL PROTOCOLS 
 
We will make these available to Coalition school members as they become 
available.  


