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This is an incredible book. A rarely written initiative to give voice, purpose, and power 
to the teachers, leaders, and teacher leaders in every academic building. It unveils the 
under-spoken truth of teachers and exposes the power that lies within in becoming 
better at our craft. Think about any professional development we as teachers might 
need (co-teaching, peer coaching, mentoring, pre-service work, inquiry based work, 
etc.). This book has it all! 
—Madison Johnson, teacher, Veteran’s School, Wesley Chapel, FL

Carl Glickman and Rebecca West Burns capture the importance of collaboration, 
job-embedded professional learning, and observation and feedback as levers for im-
proving professional practice across a school. I recommend this book for all aspiring 
and current principals, assistant principals, teachers, and teacher leaders who want 
to create schoolwide ownership of teaching and learning in order to drive sustained 
success for students and entire school communities. 
—Tricia McManus, deputy superintendent, Winston-Salem/Forsyth County Schools, 
Winston-Salem, NC; former assistant superintendent of professional development, 
leadership, and school transformation, Hillsborough County Public Schools, Tampa, FL

I believe this book should be in the hands of every program that provides supervision 
and support for educators at all stages of the profession. 
—Michael Cosenza, EdD, president, National Association for Professional Development 
Schools; director, professional development schools for California Lutheran University

An excellent book! Should be required reading for all teachers and leaders in the school
community to help those around them be the best leaders of learning they can be. 
—Faye Snodgress, executive director, Kappa Delta Pi, Indianapolis, IN

I really loved this book. This text provides access to a variety of research and practical 
strategies for professional growth. It’s a resource I will keep close at hand. 
—Kelly M. Mark, principal, Corl Street School, State College, PA 

The latest research and thoughtfully written, this book is filled with tools, processes, 
and timely case studies to ensure student success! 
—Frances Hensley, founding director, School Reform Initiative: A Community of  
Learners, Denver, CO
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1

1
Looking at Classroom 

Teaching and Learning

After catching up on text messages at the start of the day, look around you and 

notice what is happening. Listen to the bustle of students shuffling down the 

hallways. Some are talking; others are sneaking glances at their cell phones, 

engrossed in multiple group chats that dominate their social lives. Slowly stu-

dents enter classrooms and find their seats as the bell rings. The teachers follow, 

closing the doors behind them as they enter their classrooms. What’s happening 

behind those closed doors? How are teachers teaching? How are they engaging 

students as they compete with the social media and other distractions that con-

sume students’ interests? What are students learning? How do you discover what 

is really going on between students and teachers in the processes we call teaching 

and learning? So many questions fill your mind: How can you get to know every 

teacher and every student when there are so many in your school? How can you 

help support teachers’ professional growth? How much time should you spend 

with each teacher? How do you balance your desire to spend time in classrooms 

working with teachers and students with the mounds of paperwork on your desk 

and the e-mail messages that clutter your inbox? How can you recognize teachers 

who are excelling? What assistance can you provide those who are struggling or 

simply trying to make it through the year? How can you uplift and energize your 
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2 Leadership for Learning

staff as testing season looms closer and the cloud of accountability hangs over all 
of your heads, knowing that low test scores have such dire consequences (loss 
of funding, removal of staff or administration, school takeover or closure)? What 
can you, one person with responsibilities for numerous and varied teachers and 
staff, do? As a school leader, you are so bombarded with student needs, parent 
and teacher concerns, and district and state requirements and paperwork that it 
seems futile to think of improving the teaching of every teacher. What, indeed, 
can you as only one person do?

This scenario depicts common concerns of those with schoolwide responsibili-
ties for a vast array of classrooms and teachers when they contemplate frequent vis-
its to every classroom for the purpose of improving learning for all students. While 
it may seem like a pipe dream for many in supervisory and instructional leadership 
roles, in the most successful schools in the United States, this level of support is the 
day-to-day reality (Glickman, 1993; Glickman, Gordon, & Ross-Gordon, 2018). 
The most successful schools typically do not have greater amounts of time or 
resources than those for which that ideal is a pipe dream. The difference is in how 
time, focus, and structure are used; how professional learning, school improve-
ment, personnel evaluation, and classroom support are used together; and how 
instructional leadership is defined and employed.

Whenever one person identifies as the sole leader, provider, and catalyst for 
improved classroom learning, any school with more than 15 teaching faculty 
immediately confronts a lack of schoolwide instructional focus and assistance. In 
successful schools, the direct improvement of teaching and learning in every class-
room comes via a constellation of individuals and groups who undertake myriad 
activities and initiatives that provide continual reflection and changing of class-
room practices guided by the educational aspirations within the school.

Much has happened in education since the publication of the first edition 
of this book. We probably don’t need to tell experienced educators that there 
have been and continue to be new standards and assessments of learning; new 
accountability schemes; new roles and responsibilities for teachers; new forms 
of observations, feedback, and evaluation; and new pressures to increase student 
achievement. Today, much more knowledge about powerful teaching and learning 
is available than was the case in the past. We have additional knowledge about 
teaching and learning for the continuous improvement of schools in varying geo-
graphic and community contexts. We have new knowledge about both how to 
develop partnerships with universities and community organizations to support 
school improvement and good instructional leaders who can bring out the best in 
their teachers.
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3Looking at Classroom Teaching and Learning

So, What Does Every Teacher Deserve from a Good Leader?
In this era of accountability, you, as an educator and leader, feel constant pres-
sure to be effective—produce better test scores, raise graduation rates, ensure that 
standards are being met, and so on. Does being effective make one a good leader? 
Not necessarily. While there are many ways to get results, most important are the 
consequences of the manner in which the results were achieved. Although effective 
leaders are not necessarily good, good leaders are generally effective. Good leaders 
achieve results while preserving their moral responsibility to their students and 
staff (Glickman, 1987; Sergiovanni & Starratt, 2007); evaluate the consequences of 
their decisions and advocate for policy and practices that are aligned with research; 
and recognize, respond to, and redress inequities in education to ensure all stu-
dents and all teachers can learn and grow (Gorski, 2013).

To be a good leader, you must know who you are as a leader and what you 
believe about the nature of teaching and learning. Who is the person in the open-
ing paragraph of this chapter? Who are you as a professional and as a person? 
Are you a principal, beginning teacher, an experienced teacher, a teacher leader, 
grade or department head, mentor, team leader, an instructional coach, assistant 
principal, a central office supervisor, curriculum or staff development director, an 
associate superintendent, or a superintendent? You may have one role or a com-
bination of roles. For now, let’s just say that your role has degrees of expectations, 
assumptions, status, influence, and authority that may be helpful or harmful in 
finding out what really is going on behind the classroom door.

Another way of asking who you are is a question of personal identity: What 
is your gender identity? Do you identify as female, male, nonbinary, cisgender, 
transgender, or another gender? What is your sexual orientation? Do you identify 
as gay, lesbian, bisexual, straight, pansexual, or another sexual orientation? What 
is your spiritual/religious identity? Do you identify as Muslim, Jewish, Hindu, Bud-
dhist, Christian, agnostic, atheist, or another spiritual/religious persuasion? What 
is your racial identity? Do you identify as Hispanic, Latinx, Asian, Native Ameri-
can, white, black, biracial, multiracial, or another race? How do you identify your 
ethnicity? Do you identify as Mexican, Cuban, Korean, Japanese, Italian, Scottish, 
German, or another ethnicity? What do you consider to be your socioeconomic 
status? Do you consider yourself working class, upper class, poor, lower-middle 
class, or upper-middle class? Are you the first generation in your family to graduate 
high school or college? Did you grow up in an urban, a rural, or a suburban com-
munity? Are you from the South, North, Midwest, Southwest, Pacific, Southeast, 
or Northeast? Although people identify themselves in many ways, identities are not 
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4 Leadership for Learning

absolutes. They can intersect and overlap in many ways. Although an examination 
of identity may seem irrelevant for a book on leadership for improving classroom 
teaching, identities of self and how they influence the perspectives of others can 
have a powerful impact on your efforts to open classroom doors. It’s natural for all 
of us to be more comfortable and trusting when first meeting those who share our 
heritage, life experiences, and ways of communicating.

We are all shaped by the intersection of their various identities and influenced 
by our experiences, values, attitudes, and assumptions. These personal theo-
ries guide our everyday actions (Sergiovanni & Starratt, 2007); they are the lens 
through which we view our leadership. It is this lens that influences our ability 
to successfully work with all teachers to improve practice and create equitable 
educational opportunities for all students (Jacobs & Casciola, 2015). To be a good 
leader, your personal theories must be explicit. Take a moment and ask yourself: 
What do I believe about teachers? Can all teachers learn or are only some capable 
of improving? What do I value in instructional improvement? To what extent is 
teacher professional learning a priority within both my school and the district? 
What do I assume about teaching? What does “good” teaching look like? Is teach-
ing a complex, problem-solving, co-generative activity or a technical skill that can 
be standardized and efficiently mastered? These questions and those in Figure 1.1 
help make transparent the underlying assumptions, values, attitudes, and beliefs 
that undergird your actions and, ultimately, affect your ability to work with teach-
ers to improve educational experiences for children.

Figure 1.1
Personal Theory Questionnaire

• Why did you enter education? Why did you want to be a leader?
• When your students have left your school and graduated high school, technical school, 

or college, what do you want them to say about their time and experiences at your 
school? What do you want them to remember most? What do you want them to say about 
their teachers?

• What are the most important needs of teachers with whom you work? What goals do you 
have for them? At the end of their time working with you, what do you want them to say 
about you, your time together, and your leadership?

• What metaphor would you use to describe a teacher? What metaphor would you use to 
describe your role as a leader?

• What are the three most important things you want teachers to learn from your time 
together? Why should they learn those things?

• How would you respond if a new teacher in your building asked you, “What do you expect 
from me?”

Adapted from Badiali, Grove, and Kamin, 2006, Nolan and  Hoover, 2010, and Glickman, Gordon, 
and Ross-Gordon, 2018.
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5Looking at Classroom Teaching and Learning

Finally, who are you as a knower, practitioner, and communicator of excellent 
classroom learning? Are you certain about what good teaching is and looks like in 
action and how students should interact, respond, and shine? While certainty can 
become arrogance and dogmatism, uncertainty can become permissiveness and 
the acceptance of all teaching as having equal merit. Understanding your beliefs 
about good teaching and learning—inductive or deductive, individual or group, 
collaborative or competitive, criterion-referenced or performance-based—is key as 
they can lower or raise barriers between you and what teachers do in the privacy 
of their classrooms.

So, as we begin to look at ways of structuring, observing, and improving indi-
vidual teaching, think about who you are. “Know thyself,” said Socrates. Through 
the ages, knowing oneself has served as a prelude to and a foundation for relating 
well to others. What you read here will be useful to your immediate school world 
and should raise new possibilities about what every student deserves: an intellec-
tually challenging, relevant education from teachers, the greatest learners of their 
own practice.

How Do Teaching and Learning Improve?
Teachers cannot improve their 
practice in isolation. To improve, 
they must have formats, struc-
tures, plans, and data for reflect-
ing on, changing, and assessing 
their practice.

Research has found that fac-
ulty in successful schools always 
question existing instructional 
practice and do not attribute lack 
of student achievement to exter-
nal causes. Faculty in schools that 
have high intellectual standards 
and educate virtually all their stu-
dents well work in collegial, crit-
ical ways with each other, clearly 
know what they want of all stu-
dents, and strive to close the gap 
between the rhetoric of education 
aims and the hard, professional 

Consider the following 

If, as a teacher,

• I present the same lessons in the same manner 
that I have in the past;

• I do not seek feedback from students;
• I do not visit or observe other teachers as 

they teach;
• I do not seek feedback, suggestions, and 

critique from colleagues on students’ work;
• I do not visit other schools, attend particular 

workshops or seminars, or read professional 
literature on aspects of my teaching;

• I do not invite visitors with experience and 
expertise to observe and provide feedback on 
my classroom practice;

• I do not have a yearly individualized 
professional development plan focused 
on classroom changes to improve student 
learning; and

• I do not have a systemic evaluation of my 
teaching tied to individual, grade/department, 
and schoolwide goals, 

then I have absolutely no way  
to become a better teacher.
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6 Leadership for Learning

work of practice. Successful schools stand in great contrast to mediocre schools 
where faculty work apart from each other, do not share common purpose, and 
have self-centered beliefs that they are doing the best they can. The “source of the 
problem” in ordinary schools is always someone else: the students, the parents/ 
caretakers, the school board, and so on (see Glickman, 1993, pp. 16–18). In 
extraordinary schools, successful teachers and leaders view “problems” as oppor-
tunities to improve their practice and leadership. They work with colleagues to ask 
questions, and develop and analyze data and make evidence-based claims about 
interventions (repeating this cycle almost intuitively as they go about their daily 
responsibilities) (Dana & Yendol-Hoppey, 2020). 

Leaders cannot improve their prac-
tice in isolation. As a leader, to 
improve your practice, you must 
have formats, structures, plans, and 
data for reflecting on, changing, and 
assessing your practice. This new era 
of teaching and learning—where col-
laboration, data, and inquiry drive 
instruction—will require a new kind 
of leader to support successful and 
extraordinary schools. The typical 
and infrequent drop-in visit by an 
evaluator a few times a year without 
continuous discussion, questioning, 
and planning with others deadens 
the practice, makes it routine, and 
diminishes the teaching profession. 
By definition, a profession is the work 
of persons who possess a body of 
knowledge, skills, and practices 
that must be continually tested and 
upgraded with colleagues. A profes-
sional field, as opposed to a technical 
one, is one that prizes constant dis-
satisfaction with one’s own practice 
with current clients as the core to 
better service to clients in the future. 

Now consider the following  
(and notice the italicized words)

If, as a leader,

• I approach my work with teachers in the 
same manner that I have in the past; 

• I do not seek feedback from teachers and  
their students; 

• I do not visit or observe teachers as they teach; 
• I do not ask questions about my leadership 

and use data to understand its impact on 
teachers; 

• I do not seek feedback, suggestions, and 
critique from colleagues on the work that I 
am doing with teachers; 

• I do not visit other schools, attend particular 
workshops or seminars, seek additional 
degrees or credentials, or read professional 
literature and research on aspects of my 
leadership; 

• I do not invite visitors with experience and 
expertise to observe and provide feedback 
on my leadership; 

• I do not have a yearly individualized 
professional development plan focused on 
schoolwide changes to improve student and 
teacher learning; and 

• I do not have a systematic evaluation of 
my leadership tied to student, teacher, and 
schoolwide goals,  

then I have absolutely no way to  
become a better leader.
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7Looking at Classroom Teaching and Learning

Therefore, all professionals should constantly question their own practice and seek 
continuous improvement to better serve students. Likewise, educational leaders 
should continually seek to improve leadership to improve schools as learning orga-
nizations for the students, families, and teachers we serve. There now exists a 
substantial knowledge base on how schools succeed, how great teaching is accom-
plished, and how students learn well. The challenge is to more fully use what we 
have learned from this knowledge base. Without the cultivation of dissatisfaction 
as a catalyst for improvement, clarity about our purposes, and the need to use a 
knowledge base in practice, we have no education and no profession.

Organizing the Quest
Student learning is the focus of all that we do in classrooms and schools—the 
standards we set, the expectations we have, and the common mastery we expect of 
students. Student learning is directly influenced by the content or curriculum of 
what is taught, the teaching methods or pedagogy used, and the diagnostic assess-
ments or evaluation of student learning employed. To have a powerful schoolwide 
effect, this work has to be embedded in an overall vision—a SuperVision—that 
reflects the goals and priorities of the school; the professional development plans, 
resources, and time provided by the school and the district; and the evaluation of 
how and what students are learning and how to use the resulting data to guide 
further school priorities.

We will examine the following topics with both explanations and practical 
applications: structures for professional learning (Chapter 2); observations with 
technical skills (Chapter 3); interpersonal skills and different approaches to work-
ing with teachers (Chapter 4); differentiating one’s approach through understand-
ings of teacher development (Chapter 5); and immediate response skills (Chapter 
6). We will conclude with a look at how social-emotional wellness helps leaders 
work with teachers to improve practice (Chapter 7). As well, the chapters and the 
appendixes provide examples and further connections to promising practices.
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