
Instructional Leadership for 
Productive Schools

Greater productivity results
when staff members understand school goals

and work together to achieve them.
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Figure 1. An Instructional Leadership Model That Builds School Success

KAROLYN J. SNYDER

The instructional leadership mod 
el in Figure 1 is based on re 
search on organization and man 

agement theory and on work with 
thousands of principals across the coun 
try. In the model, the school year is 
divided into three parts with a major 
instructional leadership function for 
each: planning ( September and Octo 
ber), developing program and staff (No 
vember through April), and evaluating 
(April and May).

Collaborative decision making, prob 
lem solving, and planning are necessary 
to the success of activities. Continuous

collaboration among teachers, parents, 
students, and principals tends to pro 
duce a healthy school climate, which 
also influences success or failure. While 
the instructional leadership model out 
lines the principal's tasks, success de 
pends, first of all, on a vision of what is 
possible; second, on collective reflection 
and action; and, third, on the ability of 
those involved to work together produc 
tively. Thus, the instructional leader 
ship model outlines the tasks of the 
principal and assumes that collaboration 
is the norm, with role isolation dimin 
ishing.

School Planning
Decisions about school improvement 
targets are made at several levels. The 
state agency as well as the local school 
district determine certain thrusts during 
certain years. These external expecta 
tions are assigned to each school for 
specific attention. Principals, after as 
sessing school productivity needs, also 
determine areas for improvement over a 
year or more.

Karolyn ]. Snyder is Vice President of Peda- 
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Perhaps the most important source of 
goal recommendations is the staff. 
Through organized dialogue, an entire 
staff can reflect on their experiences and 
on available data in order to identify 
major program problems. Translating 
concerns for educational (not adminis 
trative) problems into specific and mea 
surable goals, the staff makes a commit 
ment to work collaboratively on those 
problems.

For a useful analogy, consider the 
coaching world. Coaches prepare their 
players within the broad framework of 
their particular sport and view each 
season as a new set of opportunities. 
Each game presents a new and particu 
lar challenge. Within each game, spe 
cific tactics and strategics arc constantly 
adjusted toward achievement of the 
overall game plan. Attention is given to 
both general and specific concerns, but 
ultimate success depends on under 
standing the specific tasks that promote 
general goal attainment. In schools, 
likewise, the instructional leader pro 
vides the context and process for exam 
ining instruction and influencing prac 
tices, and for identifying areas for school 
improvement.

Two categories of school goals must 
be kept in mind: curriculum goals, 
which provide direction for the learning 
program itself, and school improvement 
goals, which provide a focus for the 
school as an organization or system. 
Most educators arc more familiar with 
curriculum goals than with organiza 
tional goals. Organization improvement 
embraces such concerns as (1) altering 
school climate to promote adult and 
student growth, (2) organizing the 
school to make full use of human and 
material resources, 0) involving parents 
more effectively in their children's 
learning, and (4) developing needs as 
sessment and evaluation systems.

To illustrate the collaborative dimen 
sion of school planning, let us assume 
that a staff has decided to raise student 
achievement by 20 percent in math at 
all levels and to increase the options for 
student participation in all learning ac 

tivities. With emphasis on the math 
program and options for learning, the 
school establishes a focus for improve 
ment efforts during the year.

Team Planning. After school goals 
are defined (a combination of internal 
and external expectations), decisions 
need to be made about who will work on 
which parts of each goal. Schools often 
have permanent teacher teams w ho plan 
curricular and learning goals. However, 
goals that emerge from total staff reflec 
tion on school productivity will require 
temporary groupings or task forces. 
Such groups may develop, for instance, 
school recordkceping systems, program 
evaluation systems, or a new program 
for gifted and talented students. Togeth 
er, the permanent teaching teams and 
the temporary task forces and commit 
tees develop action plans for earning 
out their assigned tasks for the set of 
school goals.

A member from each team in our 
hypothetical school is selected to form a 
task force to refine the school math 
program. Another task force is assigned 
to develop a new student recordkceping 
and assessment system. Each teaching 
team is charged with developing alterna 
tive learning experiences for all program 
areas.

As work teams arc formed, it might be 
useful, once again, to consider how 
football coaches set up various sub- 
teams. Each unit is trained to function 
for a different purpose (such as kick-off, 
defense, offense). Members of the 
coaching staff specialize in wwking only 
with certain units. No player on a team 
is ever a self-contained performer. The 
same can be true in schools, and princi 
pals might well seek to organize instruc 
tion around teaching teams for various 
age levels (for instance, 5-7, 8-9, ID- 
12) so that teachers can specialize in 
particular teaching functions (math, 
recordkeeping, ordering, student man 
agement, and team management) for 
the benefit of the entire team. Likewise 
they will profit from organizing teachers 
into temporary work groups to complete 
tasks for school goals. Together, perma 
nent and temporary groups of teachers

"One of the most 
embarrassing 
explanations for 
the current poor 
reputation of 
schools, and the 
presumed fail 
ure of many ex 
cellent innova 
tions, is that 
teachers have 
not had ade 
quate, well-in 
formed, and di 
rect supervision 
to help them un 
derstand and 
implement new 
practices."
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Performance Plan

Name: Donna Johnson
Subsystem I: Instruction for Mastery

Goal
Define and develop profi 
ciency in four instruction 
al techniques by May 1
—Demonstrations
—Learning Centers
—Contracts
—Peer teaching

Indicators of Attainment
—Classroom observation

—Student inventory
—Learning outcomes

Team: The Arts

Principal Responsibilities
—Identify books

—Identify teachers worth 
observing

—Observe and critique

develop a synergistic exchange system 
that influences total school productivity.

Individual performance planning is a 
relatively new practice in many schools. 
In order to link work patterns to school 
improvement efforts, each staff member 
sets performance targets for a given year 
that are directly connected to overall 
school and team improvement prior 
ities, and to standards for that role. Each 
individual goal should be measurable, 
specific, results-centered, attainable, 
and time-bound. In this sense a goal can 
be achieved, observed, and evaluated.

In her performance plan above. Don 
na Johnson, an art teacher, is attempt 
ing to translate teaching patterns from 
large groups (one task/level) to small 
groups (many tasks/levels). She has set 
the following personal goal (one of six) 
which is linked to the school goal of 
"greater student participation."

To assist both teachers and principals 
in more productive work patterns, ac 
tion plans can serve to guide actual 
practice and coaching or supervision. 
An action plan i nvolves more than get 
ting in gear and going; it is a specific 
allocation of time to a specific set of 
tasks for a specific purpose. Action plans 
are strategies for accomplishing per 
formance goals, which include the fol 
lowing elements: key events, resources, 
responsibilities, a time-line, the desired 
results, and criteria for success. The 
emphasis in evaluation is on results, and 
planning for those results increases the 
probability of success.

Success in reaching performance 
goals becomes the basis for determining 
a person's contribution to school im 
provement efforts. If the school goal 
attainment process is to be successful,

principals need to convey optimistic ex 
pectations, both of teacher contribu 
tions and of growth targets. In perform 
ance planning with individuals, staff 
motivation is likely to increase if teach 
ers perceive they can and must contrib 
ute to the school's productivity. Princi 
pals therefore need to attend to 
professional strengths in job assignment 
and determine additional skills that arc 
required.

In summary, goal directed planning 
in initial phases of the school year will 
favorably influence the quality of teach 
ing and staff production results. While 
teachers and principals have always 
planned their activities to some extent, a 
school-goal orientation to all planning is 
relatively new. Studies in industry have 
shown that workers who plan their activ 
ities around organizational goals in 
crease both their effectiveness and their 
efficiency by a large margin. Planned 
school actions, where every professional 
is certain about the school's improve 
ment targets for the year, and where 
professionals work together for their at 
tainment, are likely to eliminate teacher 
and administrator burnout and enable 
the staff to perform at increasingly high 
er levels of productivity.

Teacher and Program Development
Given a clear set of school improvement 
goals for the year, staff development is 
no longer global, nebulous, and bur 
densome. Staff and program develop 
ment become facilitating mechanisms 
for attaining the goals. Goals and action 
plans defined in September (for exam 
ple, increased math scores and student 
participation) are reviewed periodically 
throughout the year and serve as guides 
and standards for all school activities.

Supervision, staff development, and 
performance management are means of 
developing staff and controlling school 
activities toward a specific end. Devel 
opment activities, therefore, should 
spring from selected goals.

Clinical supervision is a development 
technology for improving actual teach 
ing and learning. Few coaches would sit 
in their offices while the team is practic 
ing or playing the game itself. One of 
the most embarrassing explanations for 
the current poor reputation of schools, 
and the presumed failure of many excel 
lent innovations, is that teachers have 
not had adequate, well-informed, and 
direct supervision to help them under 
stand and implement new practices. 
Principals need to learn the teacher- 
coaching skills of conferencing, obser 
vation, data collection, and data analy 
sis in order to provide periodic feedback 
and correctives to teachers and teams on 
their performance.

The five-stage observation cycle, as 
described in the growing literature of 
clinical supervision (Goldhammer, An- 
derson, and Krajewski, 1980), offers 
principals a useful methodology for 
coaching their teachers in instructional 
targets of each team and teacher for the 
year. Supervisors should seek to employ 
the same kinds of strategics with teach 
ers as are recommended for teachers 
with students, and that good coaches 
use with players. Donna Johnson, for 
example, would benefit from coaching 
on "demonstrations" from November 
through January, on "learning centers" 
in March and April, and on "student 
contracts" during April and May. Like 
wise, the various teams and task forces 
need coaching to increase levels of work 
productivity.

The effective coach, no less than the 
effective supervisor, continuously en 
gages in the behaviors that Bloom 
(1976) identified as key variables in 
quality instruction: (1) provision of ex 
plicit cues a nd directives, ( 2) reinforce 
ment of appropriate performance pat 
terns, (?) promoting participation by the 
students (teachers), and (4) delivering 
feedback and correctives to ensure maxi 
mum effectiveness. Of the four, Bloom 
observes that feedback and correctives 
arc the most critical to mastery of a new 
skill. Clinical supervision provides such 
a mechanism for teams and individual 
teachers.
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Name: Donna
Subsystem I: Instruction for Mastery
Actions Steps:

Figure 2. Donna's Action Plan.

Sept Oct Nov Dec Jan Feb Mar April May

Re: Demonstrations • ..:•'•'
(1) Observe three demonstrations . . : . :
(2) Develop criteria for demonstrations .'. • ', .
(3) Be observed three times ; •':'•'
(4) Assess effectiveness . - • 
Re: Learning Centers -
(1) Locate books on learning centers
(2) Observe three learning centers in action
(3) Develop criteria for effective learning centers
(4) Develop three learning centers per month
(5) Evaluate effectiveness 
Re: Contracts
(1) Review the literature
(2) Talk with three teachers effectively using contracts
(3) Experiment with contract development
(4) Develop criteria
(5) Utilize student assessment -*..••

•,**..

X— —

X— 
K—

X—

Staff Development
The best way to help staff members 
change outdated practices, learn new 
skills, and function more productively is 
through school-based staff development. 
Figure 2 shows a five-part model for a 
school-based staff development program 
with management for teacher develop 
ment at the heart.

Inservice training provides the new 
knowledge required to attain goals effec 
tively. For example, workshops on mas 
tery learning and on math materials 
may augment plans toward the specific 
math program improvement goal. Like 
wise, Donna might benefit from a work 
shop on how to design effective learning 
centers.

Supervising skill development and 
goal attainment processes requires con 
tinuous observation and feedback for 
effective continuation or elimination of 
behaviors.

Organizing activities include those in 
which a teacher makes specific contri 
butions to the goal-attainment process 
and leams important skills and concepts

Figure 3. Staff Development

ORGANIZINGTRAINING

MANAGEMENT

SUPERVISING PRODUCING
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Studies in 
industry have 
shown that work 
ers who plan 
their activities 
around organi 
zational goals 
increase both 
their effective 
ness and their ef 
ficiency by a 
large margin."

along the way. For example, as teachers 
shift from whole-class teaching to alter 
native instructional patterns, learning 
will result from actual experiences in 
organizing small student groups to ex 
plore concepts and skills at many levels 
and for various purposes. Likewise, teach 
ers learn tangible process and product 
skills in producing new materials. For 
example, teachers would learn much in 
their efforts to produce a new record- 
keeping system for documenting individ 
ual performance in math throughout the 
years.

The principal, as chief coordinator of 
the school's staff development program, 
provides the resources and activities that 
are necessary to meet perceived needs. 
Possible approaches include workshops, 
seminars, designation of task forces, 
provision of readings, or more formal 
assistance such as university graduate 
work. Most teachers are eager to learn 
more about goal setting, performance 
planning, classroom management, rec- 
ordkeeping systems, and ways to identify 
students' learning styles and cognitive 
and affective strengths and needs. The 
staff itself must participate in decisions

about inservice topics and activities. A 
word of caution, however: priorities 
must be determined so that staff energies 
are not exhausted in an overload of 
activities, but are interlaced, enabling 
the staff to work at peak performance on 
limited areas of concentration.

Curriculum development (or program 
planning) often becomes burdensome 
and inefficient in a school when staff 
members fail to establish priorities and 
to concentrate on a manageable portion 
of total program development. In gener 
al, the school's learning program needs 
to be coordinated and defined in terms 
of expected levels for student achieve 
ment. A learning continuum across 
grades and ages needs to replace literal 
grade-bound programs so that students 
can achieve optimally at every age. 
Teachers as well as students and parents 
will then know what is expected of 
students in relation to substantive out 
comes, rather than course completion. 
Principals, however, need to develop a 
process for staff involvement in the de 
velopment, implementation, and evalu 
ation of learning programs.

Subsystem I:

Objectives:

Activities:

Outcomes!

. Figure 4. Teacher Progress Report , ' .
•;• Teacher: Donna Johnson ' ' . ' ...'• ..

Quarter: First .'•'...' ., - '• V"
Instruction for Mastery ••.-.'.' , , .:... : . " . ' . ,.""••,

Develop proficiency in demonstrations and learning centers : '.' . . ' v; •- • .• -'

(1) Observed three teachers in demonstrations and two in learning centers .. . ' '
(2) Developed criteria for demonstrations . ' '- . -'.-'•
(3) Observed once in demonstrations and once in learning centers -".,.' . ..-•'''
(4) Read two books on learning centers •'•..- "-•.-• •„'•'._• "•"'

(1) Have a sense of an effective demonstration; need to develop more clear cues about next steps and to Involve 
learners in problem solving and re-demonstration concept/skill

(2) Work on learning centers only beginning—having difficult time locating effective learning centers in action.

Subsystem I: 

Objectives:

Quality Instruction

Teacher Plan
Team: Donna

Quarter: Second

Develop proficiency in demonstrations, learning centers, contracts , . •
A. Demonstrations ..', .. - . •

(1) Work on cues and student problem posing ,/ . " ;"_••-.• •'
(2) Involve two teachers in observations—feedback '>.•'. ..' •''.''" ''<;•.

I. Learning Centers
(1) Locate two or more effective learning centers to observe
(2) Study learning center books—Select one curriculum area to begin learning centers

C. Contracts
(1) Browse bookstore, library for readings on contracts—Read
(2) Locate professors at universities who use contracts ' '"'.'.'-'•
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"An action plan 
involves more 
than getting in 
gear and going; 
it is a specific al 
location of time 
to a specific set 
of tasks for a 
specific purpose."

Engaging in goal-setting activities 
helps staff members recognize that some 
topics or curriculum areas are, at a 
given moment in time, cither in ade 
quate shape or in urgent need of atten 
tion. As the chief planner, the principal 
helps the staff determine priorities and 
devote their collective energies toward 
the accomplishment of planned tasks. 
This does not mean that other program 
areas will be neglected, since the total 
curriculum must keep moving forward. 
But attending to priority areas (such as 
the school math program) will give a 
sense of direction; ensure higher quality- 
planning; and, in all likelihood, result 
in greater tangible outcomes, rewards, 
and satisfactions.

Performance monitoring a llows the 
instructional leader to keep in touch 
with the implementation of plans and to 
make continuous judgments for inter 
vention. Performance monitoring assists 
in the compilation of records necessary 
for the principal's accountability func 
tion, and it keeps everyone on task in a 
constructive and productive way. Just as 
no sports team can thrive if individual 
players fall out of step with the basic 
game plan and the role of other players, 
no school can expect to achieve its goals 
if teachers are not, in the best sense of 
the term, controlled within a framework 
that makes sense for both them and the 
school. This is not to deny that individ 
uality and uniqueness are respected, but 
rather to ensure that each individual's 
role performance can be consciously 
and demonstrably related to the total 
school/team's direction.

Quality control calls for several kinds 
of monitoring activities. Teachers estab 

lish calendars of goal activities to share 
with principals; periodically they report 
their progress against plans and current 
conditions. The combination of infor 
mative data and perceptions assists the 
principal in determining corrective pro 
cedures or positive reinforcement; that 
is, in planning supervisory actions. To 
illustrate the teacher report dimension 
of monitoring, note Donna Johnson's 
first quarterly report and her next quar 
terly plan in Figure 4.

Teacher/team reports provide a set of 
perceptions that either agree or disagree 
with the principal's. Supervisory plans 
will reflect both the need for correction 
and reinforcement and the strategy for 
those actions. Monitoring is critical to 
the successful achievement of total 
school goals. Periodically inspecting 
each team's or teacher's performance 
guides the total staff toward productive 
ends.

Resource management. How re 
sources are allocated to teams and indi 
viduals should be contingent on goal 
priorities. For example, if a school pri 
ority is to develop a math lab, then 
resources (dollars, materials, and peo 
ple) must be allocated for lab develop 
ment. Priority is given to the purchases 
and consultation necessary to ensure 
development of the lab. In a sense, the 
math lab goal becomes a funnel for 
funds as well as for staff training, super 
vision, production, organization, pro 
gram development, and individual ac 
tivity. Thus, resources need to be sought 
and provided for high-priority goal-re 
lated activities rather than spent indis 
criminately in other needy areas.

Achievement and Assessment 
In the context of planning and develop 
ment, evaluation applies to both the 
process and the results of all preceding 
events. Students, teachers, team lead 
ers, and principals evaluate individual 
performance, team performance, and 
school performance based on measures 
of student achievement and staff 
achievement. Evaluation is linked to 
goals, to standards of performance, and 
to development activities, and is con 
ducted collaboratively to assess results 
and prepare for the next set of school 
improvement efforts.

Assessing school productivity requires 
performance evaluation at various lev 
els. Students are assessed in terms of 
achievement levels. Teachers partici 

pate in assessing personal productivity 
and team productivity in relation to 
stated goals. Team leaders assess their 
own productive management as well as 
the principal's instructional leadership. 
The principal assesses team and teacher 
productivity in relation to goals, plans, 
and the results of corrective action dur 
ing the year.

Within this context, evaluation is a 
natural outgrowth of the pursuit of col 
lective plans. How did we fare as a total 
school? How many wins did we have 
this month? This year? Who excelled in 
performance? Who needs additional as 
sistance? Who didn't carry his or her 
load and how can such failure be cor 
rected? Which aspects of the program 
worked out especially well? Did our new 
math program make a difference in test 
scores? Where do we need to focus next 
year? Are our needs assessment and 
recordkeeping procedures useful in 
identifying needs/targets appropriately 
and in recording learning? What should 
now be the personal development goals 
for Betty Green? What do a ll of us need 
to work on next? These are questions the 
instructional leader examines with indi 
viduals and with each team.

Finally, the principal prepares a re 
port to share with the school staff and 
the central office. Achievement is not 
ed, problems recorded, and recommen 
dations made for next year's school im 
provement process.

Summary
The principal can make a fundamental 
difference in the performance of a 
school by involving staff members in 
school improvement planning, specific 
teacher and program development, and 
in careful assessment. Schools can pro 
duce the levels and kinds of learning 
that society expects as principals become 
increasingly more skilled at organizing 
teachers in various permanent and tem 
porary arrangements to work toward spe 
cific goals. Raising achievement norms 
depends on knowledgeable leadership 
and planned collective action.D
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