Teacher Union Reform Network 
Long Beach Conference

October 27-29, 2011
Session I:  Introductions, Agenda Overview and Updates from Locals

TURN is changing its course. It has been given some financial aid to expand and add some regional satellites. There are currently five satellites.  TURN is shifting more to regional satellites.  If you are not at the table, you are on the menu!  This is an effort to rethink union involvement.

Session II:  What Research Tells Us About Teacher Effectiveness:  A Conversation With WestEd’s Ken Futernick

He started by asking two questions:  If you were to take a cross-country trip in your car, what’ the single most important thing you would need to make sure you reached your destination?

Which of these factors most influence motivation and productivity at work?  Recognition, Financial incentives, support for making progress, interpersonal support, clear goals.  All of them are important.  Not one is more important.  These days, it’s all being focused on teacher quality.

There is the notion that there are bad teachers and good teachers.  The single most common reform strategy around is to get rid of the bad teachers.  If you get rid of the bad teachers, things will get much better.   “Previous effort to improve teacher quality have failed because they have misdiagnosed the problem…instead of raising barriers to the teaching profession, government officials must work much harder to identify and reward the best teachers and dismiss the worst one.” –Joel Klein, Al Sharpton

Teacher incompetence has been prevalent in the media.  (i.e. The NY Rubber Rooms)  The research is clear about reconstitution.  It rarely ever works, because it’s simply about people.  You need a reform agenda that addresses the problems that the teachers face.

What are we doing for teachers in the middle of the bell curve?   We spend too much time on the bottom 5%.  We have induction programs for new teachers.  Pay for Performance is something that is intended to take highly effective teachers and move them farther along.  Teachers need to be able to work in a functional learning community.  Good teachers are the ones that most want to improve.  They want peer feedback from good evaluators.  They always want to get better.  There are serious flaws and lack of support, but in every district there are opportunities to improve quality.  The system that people work in is what moves the bell curve to the right.
There is a book that came out recently, “The Progress Principle.”  The secret to amazing performance is empowering talented people to succeed at meaningful work.  The best way to motivate people, day in and day out, is by facilitating progress, even small wins.  The managers in the survey ranked “supporting progress” dead last as a work motivator. 

Neat free website polling site:  (www.polleverywhere.com).   Can get only 40 responses. We need to think about policies in school that allow teachers to leave schools everyday thinking they are making progress.

The Wrong Drivers for Whole System Reform – Michael Fullan

1. Accountability rather than capacity building.  

2. Social capital, not just human capital. Often concentrate on highly qualified teachers rather than the strength of teams.  We have to be thinking about policies that build social capital not just individual capital because everyone benefits, the good teachers and the average teachers.  Teaching in isolation is not possible.  Creating time for teachers to collaborate is critical. 

3. Fragmented rather than systemic reforms.

A Reform Checklist for Labor/Management

1. Build “social capital” through policies and practices that build trust and teamwork?

2. Ensure meaningful progress can be made by all staff?

3. Develop a systemic change strategy?

4. Ensure effective implementation of improvement strategies?

Four points Adam got out of the presentation…

1. How can we make this about teachers, but not just teachers?

2. How can we zero in on groups and point away from the individual teacher only

3. How can we make teacher learning project based

4. How can we depolarize each conversation on issues by developing an alternative agenda to what we are currently dealing with?

Change needs to happen in all levels of the system.  We need to advocate for creating a safe environment that encourages risk-taking.  We need to give teachers opportunities to watch other teachers teach.  There is a good article in the New Yorker about the medical profession and coaching.  The art and science of good peer coaching is vital.  Getting teachers out of the classroom builds social capital.
Session III:  Framing Teaching Quality and Teacher Effectiveness:  The Work of the Great Lakes and CalTURN Regional Networks

Kate McKenna spoke about how the CalTURN network was resurrected.  Several of the locals there talked about how great it was to bring teams, both union and management to the meetings and how now they are starting to use the same reform language.  They are hitting roadblocks with middle management…directors, principals, etc.  It’s important and often difficult to keep the members abreast of the reform work taking place in the locals.

You can’t manage change, you can only get out in front of it.  You can only do it together.  We need to sharpen the labor/management relationship.  This transformation is desperately needed in public education, according to Joe Graba.  The system today needs professional teachers, teachers who are deeply involved in improving the profession for the benefit of the students.  It’s important to get there early.  If you wait until someone else raises the issue, your chances of getting it back is nearly impossible.  Waiting allows someone else to control the agenda.

Adam Urbanski said that he believes that we can only change ourselves.  We have focused so much on being players in educational reform, we have shied away of reforming ourselves.  Unions must change in tandem with school reform.  Unions must be careful not to focus so much on changing “them” without changing ourselves.

Great Lakes TURN:  A Journey of Discovery 

Co-Chairs – Mary McDonald and Louise Sundin

Godfather – Dal Lawrence

Philosopher:  Patrick Dolan

Advisors:  Local Presidents

Favorite Bureaucrat:  Jo Anderson

Webmaster:  Gary Obermeyer

They are trying to get more participation from Michigan and Indiana.  Ohio, Wisconsin, MN and Illinois are usually there.  It’s not by accident, it’s not serendipity, it’s politics…it’s ALEC, funded by the Koch Brothers.  They provide conservative state legislators detailed legislative language to take back home and put into law.  They put principals in charge of teacher evaluation and want to include student data in teacher evaluation.  They want to get rid of a whole bunch of public employees.  It’s been going on for 30 years.  People are now not appreciating public anything.  We are under attack.

The Great Lakes process is to have union/district collaborative teams attend the meetings.  The presidents and participants input inform their work.  They have a sequential curriculum building upon each session.  There is always planning time built-in.  In 2009, they got a grant from the Joyce Foundation to do the work started. The belief is that unions need to lead the charge.  They needed to know what quality teaching looked like.  They brought in Charlotte Danielson, Jonathan Saphier and others come in to help define quality teaching.  They videotape all their presentations and archive them on the TURN Exchange Website.

There is a commitment to action.  Policies push them.  Research informs them.  Promising practices educate them.    They are trying to build communities of practice.  

GL-TURN uses Joanthan Saphier’s Tenets of a True Profession.

1. Acknowledged knowledge base

2. Rigorous training and certification of members

3. Workplace culture of high consulting and collaboration

4. Systematic enculturation of new members

5. Required and continuous learning regularly built into the work cycle

6. High public accountability

7. Internal maintenance of high stands of practice

8. Members who are responsible for client results

9. Members who make autonomous decisions in regard to their work

Charlotte Danielson has a framework for teaching.  There are 4 domains:  Planning and Preparation, Classroom Environment, Instruction, and Professional Responsibilities.  

The Value-Added Research Center (based at the University of Wisconsin in Madison) was founded in 2004 to pursue the twin tasks of:

1. Conducting basic research to develop new and useful models of the productivity of schools, teachers, and administrators; and

2. Working with school districts and states to disseminate these models and assess their real-world utility. 
Sessions IV:  Framing Teaching Quality and Teacher Effectiveness:  The Work of the Mid-Atlantic and Southeast, Southwest, and Northeast Regional Networks.

MAS-TURN spans Maryland to Florida. Unions in North Carolina are now attending. Many younger are starting to come to the meetings. Being a “Right-to-Work” state means there is no union shop.  Some allow collective bargaining, but many don’t.  There has been no AFT presence, since there aren’t many AFT sites in NC.  They meet on Saturdays and start at 10:00, so people can drive in and go until Sunday afternoon.  They try to keep the cost down.  Mary McDonald has mentored them and attends the meetings.  They are in the process of engaging a core group of activists in North Carolina.

Southwest TURN – Bruce Dickinson and Ellen Bernstein, co-directors

Have 6 states actively participating:  Colorado, Texas, Nevada, Nebraska, Kansas and Wyoming.  They are working on a message about who they are as an association.  We are not good about telling people about what we do.  The frame is simple…results for students.  Our own members aren’t able to articulate what their union was all about.   They decided they needed to frame a consistent message.  All the locals are taking the frame, and focusing everything they are doing around it.  The members are thrilled because it is easy…we are about results for students. Never refute, always reframe.  The dominant frame always trumps facts.  

A frame is a concept structure used to think about something.  They come up with 3 message points:  Accountability for Everyone, Quality Teaching, and 21st Century skills to help students compete in the global economy.

Good teaching means knowing how to reach students individually so they can reach their full potential.  Children need to be critical thinkers with a well-rounded education.  Standardized testing forces teachers to take a one-size-fits-all approach to teaching.  If we want our children to be more than good test takers, we have to reduce the use of these standardized tests and let teachers teach.

Session V:  Peer Review and Teaching Quality:  A Conversation With Julia Koppich and Dan Humphrey

Peer Review:  Getting Serious About Teacher Support and Evaluation
They shared another way of thinking about teacher evaluation.  MA is well on its way but they have little time to do it.  By 2013 all districts must implement educator evaluation.

PAR combines support and accountability.  The new systems ignore the support aspect.  PAR rarely shows up as an option.  What did they hope to learn?

1. What does the work of Consulting Teachers look like?  What do they do on a day-to-day basis?
2. What makes the PAR Governing Board tick?

3. What kind of labor-management relations underlie PAR?  Wanted to see what L/M looked like.

These are programs of support and evaluation. The goal of the program is to make people better.  In Poway the program is for beginning teachers and teachers that received unsatisfactory ratings by their principals.  The consulting teachers are very skilled in lots of areas.  The selection process is very rigorous.  The governance board is very critical.

What do the consulting teachers do?

· Instructional Support

· Observations

· Lesson planning

· Classroom Management Systems

· Analyzing Student Work

· Modeling

· Evaluating participating teachers

· Ongoing training

Principals didn’t have time to do the in-depth observations like the consulting teachers did.  They didn’t have time to gather the evidence.

The decision making body for the PAR program is the governance board.  There are representatives from the district and union.  There is at least one key decision maker each from union and district…the union president and the associate superintendent.

The governance board:

· Oversee/evaluate work of the consulting teachers

· Make recommendations to superintendent about PAR teachers

· Poway:  First year probationary teachers and tenured teachers in PAR

· San Juan:  Tenured PAR teachers only (BTSA dilemma)

· Solve problems

· Why district and union decision makers need to be at this table

· Prevent problems from becoming grievances or intractable annoyances

How does the board operate?

· Serious, sophisticated conversations

· Focus on teaching and learning

· Members not play to roles

· Understand significance of their decisions

· Decisions require supermajority but almost always unanimous

· Has a common language on what good teaching looks like

What do labor-management relations look like?

· Collaboration+

· Beyond simple civility of fee good cooperation

· High stakes decisions on consequential matters

· Carryover impact

· Poway-Governance Board on professional development

· San Jan and Poway – Consideration to using PAR for all teacher evaluations

Implications for L/M relations

· L/M relations developed through PAR have potential to reshape collective bargaining

· Union and districts partners making high stakes decisions

· Contract (or other labor-management agreements) becomes a tool for improving teaching and learning

· If the union is not involved in any program, it does not work

· Unions were good at getting their rights down in contracts but did not at the second phase of organizing teachers around their collective responsibilities.

Conclusions

· The same person can support and evaluate

· Costs: Build on existing programs.  Save on lawyers.  It is a tiny fraction of the district budget.  It’s mostly about support.

· Change the nature of evaluation

· Change labor/management relations

· Change to evaluation is coming

OCCUPY EVALUATION!

Consulting teachers cannot be in administrative programs.  In San Juan, they can only serve for 4 years and have to go back to the classroom.  In Rochester, they teach 50% of the time and coach 50% of the time.  There are no term limits.

The relationship between the consulting teacher and the principal is very important.  They need have a good working relationship.
Blueprint for Teacher Evaluation

1. Purpose
Improve practice.
2. Who participates?  Who evaluates?

3. Frequency of evaluation

4. What measures? (multiple?)

5. Cost (How to pay for it)

6. How are the results used?

Capacity is always the issue.

http://policyweb.sri.com/cep/projects/displayProject.jsp?Nick=PAR (missing something at the end)
Session VI:  Perspectives and Provocations:  Jo Anderson, Chuck Kirschner, Joe Graba, 
Jo Anderson

Jo Anderson began his remarks by noting Linda Darling-Hammond’s definition of the profession and her call for the profession to step up and take responsibility for the work; and reinforced the Humphreys & Koppich message, “We need to go beyond PAR.”  

RTTT has spurred on huge attention to redoing teaching assessment systems.  What we currently have is broken and not working.  One of the things that needed to be there was some significant evidence of student growth.  Test scores should not be the sole measure.  Some states have gone to formulas.  A more fruitful way of thinking about it is the way MA is doing it.    They don’t go by a formula.  They go to professional judgment.  Many components need to be considered.  The MA work is worth looking at.  It is possible to demystify value added.  It is immerging and getting better.  It can be used as informing, but part of the problem is poor tests.  2014-2015 is when these systems need to be implemented.  The new tests are going to be much better.  Michael Fullan says we are focusing on pieces instead of the system.

If we redesign professional work and create professional learning communities, this will improve teaching and learning.  This can only be done if we do it through labor/management collaboration.  Arne Duncan has embraced collaboration whole-heartedly.

The International Summit had powerful conversations.  16 countries were there.  Another summit will take place again in March in NY.  What comes out of that is that this change has to be systemic.  We don’t have 5-10 years to get this work done.

Chuck Kirschner
There is a sense of urgency now.  He spent the last 10 years looking at major changes in the institution of education.  We are at the point of system break.  When the work changes, the unions that continue to do business in the old way, die.  There is in place a change in which the way people learn.  There are different ways to process information nowadays.  What this does, is to break down the most fundamental structure called mass processing.  We created a bell curve around it.  We can tailor education now in ways we couldn’t do 10 years ago.  In the past, industrial society, you could get out of third grade and function well in society and get a job.  It was about the acquisition and storage of knowledge. (Things That Go Bump in the Night – article)

Our idea about what government does has changed.  Over the last 40 years, the nature of government has changed in dramatic ways.  More government dollars are going out into loans, fees, vouchers, etc.  

The good news it that there is a small window of opportunity that someone needs to go through.  We need to take definitive steps to make good things happen for teachers.  One of the things he has found is that there is a new production system, a new way of doing learning, that is introduced by the internet.  Lynx is free because 50,000 people around the world daily send things in to make it better.  In Scotland, there is an internet system that connect all teacher there to create lessons.  They are creating a framework where teachers are filling in the blanks, not McGraw-Hill.  Teachers get back ownership of the creation of pedagogy.  It is created wisdom, not received wisdom.  Teachers are really good at this kind of collaboration.

How do we get beyond where we are now?  You have to get over the retail stuff. It is most of the issues you are facing now.  One of the keys to open this up is to start to talk about an evaluation system that really works.  Teacher’s ideas about what authentic learning needs to be part of the conversation.  The important thing about evaluation is that teachers need to create a language system that allows them to talk about their work.  

The second thing that has to happen is to create a common space where ideas can be shared.  Teachers need to be able to create materials where they don’t have copyright issues and have to buy their creations back.

We need teaching restructure.  We need to create a place in cyberspace for teachers to work together.  Poor and working class kids need to have access.  Kids need to know what the potholes are.    We need to teach kids where to go to learn.  There is so much stuff available online, someone needs to have a portal that helps sort it out.

There needs to be a way for students to take tests.  You need to know the data manager of the kid.  You need to know how many hours that kids bottom has been sitting in a chair!  It would be better to let kids take the test when they are ready to take the test, not just 9 months seat time.

Joe Graba

He is encouraged at what he sees happening at the regional and national TURNs.  We need to personalize the learning experiences.  We currently design schools around teaching, not learning.  Personalized learning will empower teachers.  Only the teachers know the kids and you can’t have personalized learning if the teachers aren’t in charge of the learning operation.  

It will force fundamental change in the governance of places teachers are working in.  Empowered teachers are not going to be satisfied about the learning experience of their students.  The control of the learning system governance needs to be in the hands of the teachers.  The principals will not be the professional leader of the school.  The teachers will lead.  The Avalon School in St. Paul is teacher led and everyone should read that study.

The next 10-15 years are going to be years of extreme challenge, extreme change and extreme opportunities to professionalize teaching.  Expand your vision of what that might look like.  This country needs to move away from process control governance process.   The school needs to be the decision makers of what needs to happen at the school.  Self-governed, teacher led schools are the wave of the future.
Session VII:  Small Groups:  Planning of Future Work in Regional Networks
Next TURN Meeting:  May, 2012  

Trying to get Linda Darling-Hammond to attend.  

Dates and times will be communicated via email.
