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Who Is In the Room?



Today’s Agenda
• Hillsborough County – Who are we?

• Way of Work around supporting 
Principals

• The research behind the Why

• Structures of Support

• Debrief and breakout sessions



About Hillsborough County• 8th Largest School District
• 291 Sites; 217,000 Students

– 141 Elementary Schools
– 43 Middle Schools
– 27 High Schools
– 5 K-8 Schools
– 4 Career Centers
– 9 Exceptional Centers
– 4 Technical Colleges
– 11 Adult Programs
– 47 Charter Schools



About Hillsborough County





Principal Supervisors

• Typically principal supervisors oversee 24-40 schools and 
handle emergencies – old way of work

• Play a critical role in everything 
– Instruction 
– Testing 
– Personnel issues

• Building trusting relationships

Amy Saltzman, “The Power of Principal Supervisors”



Role of Area Superintendent



Area Leadership TeamMembers:
– Area Superintendent
– Deputy Director
– Professional Development Liaison Specialist
– Elementary Generalist
– Special Education 

• Staffing Specialist
• Supervisor
• District Resource Teacher



Tiering of Schools
• High, medium, and low touch schools
• Categories

– School grade
– Experience of building leaders

• Visits
– High touch – weekly
– Medium touch – once every two 

weeks
– Low touch – once every month



The Why: Focus 

• Take just a few well-known, straightforward actions

• Implement what is essential; ignore the rest

• What is essential for schools? 

– Reasonably coherent curriculum (what we teach);

– Round lessons (how we teach); and 

– Purposeful reading and writing in every discipline

Mike Schmoker, “Focus: Elevating the Essentials to Radically Improve Student Learning”



Thus when one begins the improvement process, some 
staff will experience the changes that we bring forward 

as strange, or unnecessary, or disruptive, 

or even ill-conceived.

(And occasionally they will be right!)

John Saphier, “The Courage to Lead”



The Why: Instructional Rounds

Instructional rounds (IR) is premised upon the proposition 
that improving instruction and learning at scale requires a 

network of colleagues engaged in shared practice

Elizabeth City, Richard Elmore, Sarah Fiarman, and Lee Teitel, “Instructional Rounds in Education: 

A Network Approach to Improving Teaching and Learning?”



Vision without action is merely a 
dream. Action without vision just 
passes the time. Vision with action
can change the world

- Joel A. Barker



Common Language

1. Problem of Practice (Overarching statement of what 
the data is telling you, and what needs to change)

2. Instructional Priorities (Answers WHAT you want to 
achieve)

3. Strategies (Answers HOW you will achieve them)



ACT
Faculty

school-wide culture 

building & 

management

monthly, 
or as 

needed

PLCs
team-wide planning 

and inquiry; teaching 

and learning
weekly

Team/ 
Dept

team-wide management 

issues; subject curriculum 

updates

As 
needed

PSLT
interventions for 

Tier 3 students
biweekly

ILT
school-wide focus on 

priorities and PL plan 

(RADAR)

3 weeks

RtI interventions for 

Tier 2 students
quarterly

ILT, PLCs, and Time

Admin
Feedback and 

coaching of 

teachers

weekly



STRUCTURES OF SUPPORT

DATA CHATS
INSTRUCTIONAL LEARNING WALKS
ONE-TO-ONE COACHING



DATA CHATS





• Deep dive into variety of data
• Create discussions centered around 

quality questions pushing our thinking
• Discover trends through a lens of equity
• Reflect on what leads to success
• Establish goals and strategies to reach 

goals
• Set timelines and parameters 

for effectiveness
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Stakeholder Participation
Area Leadership Team and:

• Principal
• Assistant Principal
• Instructional Leadership Team
• Instructional Coaches and Resource Teachers
• Exceptional Student Education and English Learners
• Guidance
• Social Work
• Psychologist
• Subject Area Leaders
• Dept Heads



What Data

Kindergarten 
Readiness

Reading, Math and 
Science Proficiency

Attendance

Behavior

End of course exams

Graduation Rates

District formative data

Reading and Math GainsDemographics

Teacher Evaluation Data

Walk through data 



Data Analysis allows schools to:
• Discover what worked, what didn't.
• Development of Problem of Practice.
• Begin reflection on School Improvement Targets and 

Instructional Priorities.
• Draft RADAR Plan (Professional Development) for 

leaders and teachers.
• Collaborate with ALT and Project Manager to 

establish systems of support.
• Create timely plan to impact student learning for 

upcoming year based on data.



Did We Meet Our Goals?

Is the Instructional Priority now a way of work?

If so, move onto the next Instructional Priority

If not, continue working towards current 
Instructional Priority



Many times, data chats lead to more questions 
than answers

How are you going 
to ensure 

equitable support 
for ALL learners?

What leads to 
success in a 

specific area?



From Data Chats
Teachers

• Participate in development 
of school goals

• Select instructional 
strategies to implement 
to achieve goals

• Establish personal learning 
goals

• Analyze data in Professional 
Learning Communities

Principals and APs
• Collaborate with teachers to 

develop school goals
• Determine what effective 

implementation of instructional 
strategies would look like

• Establish personal learning 
goals

• Support teacher leaders in 
Professional Learning 
Communities



Leadership Goal Setting• Principals set goals with Area 
Superintendent or Area 
Leadership Coach

• Assistant Principals set goals 
with Principal

“What professional learning 
will I need to support our 

school’s instructional 
priorities?”



Thoughts ?
• What about this process seems familiar to the work 

in your district?

• How is data presented to stakeholders in your 
district?

• How do principals and principal supervisors monitor 
equity data in your schools to ensure all students 
make a year’s growth?



INSTRUCTIONAL LEARNING WALKS





If we are open and transparent about our 
learning from instructional walks, we can 
identify supports and needs of teachers 
that will increase student achievement.

We can then lead with greater clarity to 
improve teaching and learning through a 
learning community focused on 
continuous improvement.
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Instructional 
Learning 

Walks

• Develop a shared vision for high-quality teaching and 
learning.

• Calibrate understanding of observing and describing student 
cognitive engagement and teaching practices related to 
rigorous learning for all students.

• Provide tool for principals and teachers to self-assess 
progress toward instructional priorities.

• Develop a culture of public and collaborative practice.

• Gather non-evaluative, trend data related to transfer of 
professional learning into classroom practice.



Debrief
Trend Gathering



Electronic 
Collection 

Forms



Thoughts ?
• What about this process seems familiar to work of 

instructional priorities data and trend gathering in your 
district?

• What evidence gathering methods do you use to monitor 
IP implementation?

• What feedback is provided to schools?

• How are evidence and trends shared with stakeholders at 
your schools?



ONE-TO-ONE COACHING





A coach is a trusted friend to educators, a colleague, a 
sounding board, and a witness to the good. These days 
can be difficult for educators, with increased 
expectations, decreased funding, more pressure and 
less encouragement. Coaches provide an incredibly 
important service by listening, empathizing, and 
encouraging their colleagues respectfully and 
nonjudgmentally.

“This is the most meaningful form of professional 
learning I have had with you.”
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One-to-One 
Coaching



One-to-One Coaching

• Coaching is most productive embedded within the 
job.

• All coaching takes place at the school.

• The focus of the coaching is the instructional priority.

• Principals determines the focus of each session.

• 2 hour planned meeting.



2 Hour Meeting

• Logistics and purpose of meeting (10 minutes)

• Discussion (30 minutes)

• Classroom visits and coaching (1 hour 10 minutes)

• Wrap up and next steps (10 minutes)



Notetaking

• Keep notes in OneDrive

• Email notes to principal within 24 hours of the 
coaching session

• Email purpose of the next session at least 24 hours 
prior

• Continuously follow up on next steps



Thoughts ?
• What about this process seems familiar to work of 

principal coaching in your district?

• How are Principals provided immediate feedback 
related to their own growth?

• What follow-up and progress monitoring is in place 
to support capacity building in your own district?

• What’s your story?



“How To”
Breakouts

• Data Chats – How do we analyze data to 
determine instructional priorities and data 
chats.

• Instructional Learning Walks – How do we 
prepare for, structure and share learning walk.

• One-to-One Coaching – How do we coach and 
progress monitor principals.



• Consistent Messaging and Communication is key!
• Continuous Improvement from Principal 

Supervisor to Principal with ALT playing critical 
role.

• No Assumptions – Ask what Principals need.
• Bring them to the table.

• The work is never done.
• Change takes time.
• Hills and Valleys will be there

• Keep pushing through the work based on best 
practices and solid research.
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Contact Information:
Firstname.Lastname@sdhc.k12.fl.us

Please scan QR code 
to obtain access to 

resources and provide 
feedback.



Attendance and Behavior

Formative District Data 
and Universal 

Diagnostic Data

Classroom walkthrough,
Formal and Informal 

Observations

Look fors based on
Instructional Priorities

For the Purpose Of
Monitoring Schoolwide 

Interventions

Progress monitoring of 
students, development and 
selection of interventions

Identifying trends 
and determining next steps, 

coaching, or professional 
development

Determining effectiveness of 
professional development

Ongoing Data Analysis of
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