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The webinar will begin at 4:00 p.m. EDT 

•  The webinar recording and handouts will be available at 
solution-tree.com/web-events. You will receive an 
email with this link within the next five business days. 

•  Share the experience with other attendees on Twitter 
during the webinar. Follow us @SolutionTree, and add 
#STwebinar to your tweets. 
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(re)de!ning professional development 
building schools where everyone learns 
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Tips for Today’s Presentation 
◾  Use your Chat dialogue box for technical questions. Send them to 

the user named HOST (Solution Tree). 

◾  You will be placed on mute during the webinar. Type content-
related questions in the Chat dialogue box, and send the question 
to the user named HOST (Solution Tree). 

◾  The presenters will get to as many questions as they can during a 
question-and-answer session at the end of the presentation.  
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Today’s moderator 

Jeff Brown 
Director of Educational Partnerships 

Primary phone: 847.830.1249 
Email: Jeff.Brown@solution-tree.com 
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This is the !rst webinar in a three-part series on the PLC at Work™ 
process. The presenters will discuss how educators undermine the  

PLC at Work™ process by pursuing shortcuts to avoid engaging in the 
essential work of implementation. 

October 15, 2012 
4:00 p.m. EDT 

Presented by 
Richard DuFour and Rebecca DuFour 

Beware of Seductive 
Shortcuts on the PLC 

Journey 
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Today’s Presenters 

Richard DuFour and 
Rebecca DuFour 

◾  Richard DuFour, EdD, a public school 
educator for 34 years, consults with school 
districts, state departments, and professional 
organizations throughout North America on 
strategies for improving schools. 

◾  Rebecca DuFour has served as a teacher, 
school administrator, and central of!ce 
coordinator. As a former elementary 
principal, Becky helped her school earn state 
and national recognition as a model 
professional learning community. 



Beware of Seductive ���
Shortcuts on the PLC Journey���

Rick DuFour  
rdufour923@gmail.com 

Becky DuFour 
beck.dufour@gmail.com 



The Power of Professional 
Learning Communities 

The most promising strategy for sustained, substantive 
school improvement is building the capacity of school 
personnel to function as a professional learning 
community.   

The path to change in the classroom lies within and 
through professional learning communities.    ���
                                             —Milbrey McLaughlin (1995)          



The World’s Best School Systems ���
Embrace the PLC Process. 

The quality of any school system cannot exceed the 
quality of people within it.  

Therefore, the most effective school systems in the 
world use professional learning community concepts   
to provide the ongoing, collaborative, data-driven, 
job-embedded professional development essential to 
continued adult learning. 

(Barber, 2007) 



Research on PLCs 

   To access both quantitative and qualitative research on 
PLCs, go to 

www.allthingsplc.info 
“The best organizations are places where everyone has 
permission, or better yet, the responsibility to gather and 
act on quantitative and qualitative data, and to help 
everyone else learn what they know.” 

         —Pfeffer & Sutton, 2006 



What Is a PLC? ���
Clarity Precedes Competence. 

It is hard enough to explain what a complex idea means 
for action when you understand it.... it is impossible 
when you use terms that sound impressive but you don’t 
really understand what they mean. 

     —Pfeffer & Sutton, 2000, p. 52    



Professional Learning 
Community Defined 

An on-going process in which educators work 
collaboratively in recurring cycles of collective inquiry 
and action research to achieve better results for the 
students they serve.  

PLCs operate under the assumption that the key to 
improved learning for students is continuous, job-
embedded learning for educators.  

(DuFour, DuFour, Eaker, & Many, 2010) 	
	






The BIG IDEAS of a PLC 

"   We accept learning as the fundamental purpose of our 
school and therefore are willing to examine all 
practices in light of their impact on learning. 

"   We are committed to working together to achieve our 
collective purpose. We cultivate a collaborative culture 
through development of high-performing teams. 

"   We assess our effectiveness on the basis of results rather 
than intentions. Individuals, teams, and schools seek 
relevant data and information and use that information 
to promote continuous improvement. 



Good News and Bad News About PLCs 

"   There has never been greater consensus about the 
process needed to improve our schools. 

"   We have a much deeper understanding of specific, 
precise strategies to implement the PLC process.  

"   The large-scale development of PLCs is hard—very hard
— because it requires changing culture, one that has 
endured for at least a century (Fullan, 2007, p. 149). 



Our Challenge Isn’t Discovering What to Do,���
It Is Implementing What We Already Know���

"   Will we give priority to implementing a process that 
improves student and adult learning? Or will we give 
priority to preserving our traditional structure and 
culture? 

"   We will become a PLC by doing the real work of PLCs? 
Or will be become a pseudo PLC by avoiding the right 
work? 

"   Will we soar as effective PLCs or will we settle? 



What Is the Right Work?���

"   Educators work collaboratively and take collective 
responsibility for student learning. 

"   Collaborative teams implement a guaranteed and viable 
curriculum, unit by unit. 

"   Collaborative teams monitor student learning through 
ongoing common formative assessments. 

"   Educators use the results of common assessments to: 

"   improve individual practice,  

"   build the team’s capacity to achieve its goals,  

"   intervene on behalf of students. 



If We Implemented What We Know             
to Be the Most Promising Practice ...���

"   Schools would organize educators into collaborative 
teams in which members work together interdependently 
to achieve common SMART goals for which members 
are mutually accountable. 

"   Educators would: 

"   be assigned to meaningful teams,  

"   be provided with time to collaborate,  

"   be clear on the right work, 

"   receive resources and support to promote their success. 



We Undermine the PLC Process When          
We Take the Seductive Shortcut and Settle 

For...���

"   Collaboration by invitation which allows people to opt 
out of the team process. 

"   Staff members that function as groups rather than teams. 



Effective Teams Are Always 
Characterized by���

"   Interdependence 

"   Shared Goals 

"   Mutual Accountability 



We Undermine the PLC Process When          
We Take the Seductive Shortcut and Settle 

For...���

"   Collaboration by invitation which allows people to opt 
out of the team process. 

"   Staff members that function as groups rather than teams. 

"   Collaboration lite.  



Co-Laboring on the Wrong Work        
Won’t Improve Student Achievement. ���

Until doing the right work becomes the norm, giving 
educators time to collaborate will not impact student 
achievement. 

So let’s examine the three essential elements that 
constitute the right work for a collaborative team in a 
professional learning community! 



"   1.Collaborative teacher teams would establish a 
guaranteed and viable curriculum, unit by unit, to ensure 
all students have access to the same knowledge and 
skills, regardless of the teacher to whom they are 
assigned. 

If We Implemented What We Know            
to Be the Most Promising Practice ... 



Taking the seductive shortcut and merely distributing 
documents to individual teachers, pretending that 
documents create a guaranteed and viable curriculum. 

We Undermine the PLC Process When We 
Settle for...  



A Guaranteed and Viable Curriculum... 

Only happens when teachers—who are called upon to 
deliver the curriculum—work collaboratively to: 

"   Study the intended curriculum and agree on priorities within  
the curriculum. 

"   Clarify how the curriculum translates into specific student 
knowledge and skills. 

"   Establish pacing guidelines for delivering the curriculum.  

"   Commit to one another that they will actually teach the 
curriculum (DuFour & Marzano, 2011). 



If We Implemented What We Know            
to Be the Most Promising Practice ...���

"   1.Collaborative teacher teams would establish a 
guaranteed and viable curriculum, unit by unit, to 
ensure all students have access to the same knowledge 
and skills, regardless of the teacher to whom they are 
assigned. 

"   2. Collaborative teams of teachers would develop 
frequent common formative assessments to monitor 
their students’ learning. 



Keys to a Formative Assessment Process  

To determine if an assessment process is formative, ask: 

"   Is it used to identify students who experience difficulty  
in their learning? 

"   Do students receive additional time and support for 
learning when they experience difficulty? 

"   Do students get an additional opportunity to demonstrate 
their learning? 

"   Do teachers use the results to inform and improve their 
individual and collective practice? 



Why Common Formative Assessments? 
"   Efficiency: By sharing the load, teachers save time. 

"   Fairness: They promote common goals, similar pacing, and 
consistent standards to assess student proficiency. 

"   Effective monitoring: Monitoring provides timely evidence 
of whether the guaranteed and viable curriculum is being 
taught and learned. 

"   Team capacity: Collaborative teacher teams can identify 
and address problem areas in their programs. 

"   Collective response: They support timely, systematic 
interventions for students. 

"   Informed teacher practice: Individual teachers obtain the 
basis of comparison that enables them to identify strengths 
and weaknesses of their teaching. 



Why Common Assessments? 

Common formative assessments provide the most powerful 
stimulus for changing adult practice.  

To improve schools we must change adult practice.  



 Concrete Evidence ���
of Irrefutably Better Results 

"   “Nothing changes the mind like the hard, cold world hitting it 
with actual real-life data” (Patterson et al., 2008, p. 51). 

"   “Teachers have to believe there is some compelling reason 
for them to change practice, with the best direct evidence 
being that students learn better. The key to enduring change 
in teacher practice is demonstrable results in terms of student 
achievement” (Elmore, 2003, p. 38). 

"   Transparency of results creates an aura of positive pressure 
that is actionable in that it points to solutions and pressure 
that at the end of the day is inescapable (Fullan, 2008, p. 14). 





The Power of Positive Peer Pressure          
to Bring About Change 

"   Positive peer pressure is a powerful and accessible tool to 
influence the behavior of others. The approval or disapproval of 
our colleagues can do more to assist or destroy a change effort 
than any other source (Patterson et al., 2008). 

"   Effective PLCs “get amazing results” because “peers are supporting 
and pressuring each other to do better” (Fullan, 2011). 

"   Peer pressure and the distaste for letting down a colleague or the 
team is a powerful motivator (Lencioni, 2005).  

"   In high-performing teams, members hold each other accountable. 
Everyone carries his or her own weight (Blanchard, 2007). 



 Common Assessments: ���
Key to Improving Schools  

In every case (of schoolwide or districtwide significant 
improvement) we have seen so far, leaders focused on 
common assessment frameworks linked to 
individualized instructional practices. Problems were 
transparent, with corresponding discussions of how to 
improve results. 

(Fullan, 2011, p. 45) 



The Heart of the PLC Process 

Two years of working in collaborative teams: no gains. 

It wasn’t until the teams.....  

*established a guaranteed curriculum, ���
*monitored student learning through common assessments, 
*and used the evidence of student learning to identify and 
solve problems through new instructional strategies  

.....that student achievement soared.  

(Gallimore, Emerling, Saunders, & Goldenberg, 2009) 



The Most Powerful Strategy                         
for Improving Student Learning  

Teachers work together in collaborative teams to: 

"   Clarify what students must learn.  

"   Gather evidence of student learning. 

"   Analyze that evidence. 

"   Identify the most powerful teaching strategies. 

Reflective teaching must be based on evidence of student 
learning. Reflection is most powerful when it is collaborative. 

(Hattie, 2009) 



The Right Work Can’t Be Left to Chance. 

“When teachers ... interpret assessment data in order to 
become more responsive to their students’ learning needs, 
the impact is substantive. Teachers, however, cannot do 
this alone....” 
Creating conditions where teachers systematically use data 
to inform their practice requires that they teach in schools 
where such practices are part of the organizational routine.  

(Timperley, 2009, p. 24) 





If We Implemented What We Know to Be the 
Most Promising Practice Teams Would...  

"   1. Create a Guaranteed and Viable Curriculum 

"   2. Implement Common Formative Assessments 

"   3. Use the evidence of student learning from their 
common formative assessments to: 

"   Improve individual practice.  

"   Improve their team’s ability to achieve SMART goals. 

"   Respond to individual needs of students. 



The Crux of Work in a PLC���

"   The heart of work in a PLC is when educators 
collectively analyze evidence of student learning to: 

"   Inform individual professional practice. 

"   Improve a team’s ability to achieve its SMART goals. 

"   Intervene on behalf of individual students. 

"   The other steps on the PLC journey are designed to help 
teams engage in this essential work. 



"   Substituting textbook assessments, commercial 
assessments, or occasional district assessments for    
team-developed common assessments 

"   Using common assessment results merely to assign 
grades 

"   Doing nothing with common assessments results 

We Undermine the PLC Process  
When We Settle for...  



"   We would plan to address the inevitable fact that in virtually 
every unit of instruction, some students do not learn. 

"   We would guarantee that a struggling student receives 
additional time and support for learning. 

"   This support would be timely, precise, directive, and 
systematic. 

"   We would guarantee that students who already are proficient 
have opportunities to extend and enrich their learning.  

If We Implemented What We Know            
to Be the Most Promising Practice ... 



Our Collective Behavior Can Influence 
Students’ Decisions!  

"   All masters of influence focus on behavior. They start by 
asking, “To improve this situation, what do I want people   
to do?”  

"   They then identify a few high-leverage vital behaviors that 
are critical to success, and focus intently on those 
behaviors.  

"   They coach the specifics of behaviors through deliberate 
practice. They identify incentives and rewards to encourage 
behaviors. Finally, they align organizational processes and 
structures to support behaviors (Patterson et al., 2008). 
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Questions? 
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February 20–22 
Phoenix, AZ 

SUMMIT 2013 

™ 
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Additional Resources 

◾  Customer Service: 800.733.6786 
◾  Professional Development: 888.763.9045 
◾  Solution Tree website: solution-tree.com 
◾  Follow us on:  

–  twitter.com/solutiontree  
–  facebook.com/solutiontree 
–  youtube.com/solutiontree 
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Thank You! 

The webinar recording and handouts will be 
available at solution-tree.com/web-events. You will 
receive an email with this link within the next five 
business days. 


