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APPLICATION
2020–21

Peer Coaching to Implement Effective Teaching Strategies

TEACHER IMPACT GOALS STRATEGIC AREA OF FOCUS #1
Asking teacher leaders to embrace and lead necessary reform change, such as changes to existing structures and mindsets

TEACHER IMPACT GOALS STRATEGIC AREA OF FOCUS #2
Empowering teacher leaders to collaborate with administrators to develop distributive leadershipSCHOOL/DISTRICT NAME Pray-Wood-
man Elementary, USD 266, Maize, Kansas

OVERVIEW
Our grant seeks to address and support instructional change led by peer 
cohorts, teacher apprehension towards current state standards, and the lack 
of conceptual understanding of mathematical ideas. Students are disengaged 
during whole-group math instruction. The whole-group model of instruction 
allows disengagement because individual needs are not being met. The goal of 
this project is to empower select teachers at each grade level to lead change 
by implementing a small-group core instructional model that effectively uses 
data to drive daily instruction. These teachers will master grade-level math 
standards based on a deep conceptual understanding. The teachers will share 
their knowledge with their grade-level bands and effect change by becoming 
a coach for their peers. The impact on teachers will directly have an impact on 
student engagement and learning.
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THE CHALLENGE

What was the challenge you were facing? What goals were you trying to achieve?
Students were disengaged during whole-group math instruction. The whole-group 

model of instruction allowed disengagement because individual needs were not being 
met. This included the needs of students needing enrichment, students who needed 
intensive intervention, and all the students in between. We faced challenges from teach-
ers who were apprehensive toward current state standards and those who lack conceptual 
understanding of mathematical ideas. Teachers are moving through a curriculum rather 
than using data to drive their instruction. Implementing a small group instructional model 
in math is an overwhelming idea for teachers to take on without direction and coaching 
along the way. The three main goals we wanted to achieve with this grant were to increase 
conceptual understanding of math for teachers and students, create a system and a 
culture of peer coaching, and implement a small-group instructional model in the math 
classroom.

Summarize three points of frustration you faced.
One point of frustration was the district-adopted curriculum. We have an official curric-

ulum that has been adopted by our Board of Education. But it was outdated one year after 
purchasing it due to the adoption of new math standards. Teachers were given permission 
to work with another curriculum that is more current, yet it is not the adopted curriculum. 
Therefore, we did not receive the typical training a district would upon purchase and it 
was optional to switch to this program. It took a few years, but our building is now at 100 
percent implementation of the optional curriculum. To muddy the waters a little more, 
our district is currently in the pilot and review process of a variety of math curriculums for 
official adoption in the 2017–18 school year. Another point of frustration was that we had a couple teachers opt out of participation in 
the grant. We certainly did not want to force anyone to participate; however, we felt like these teachers are very strong and could have 
been great leaders for their grade level. Finally, our last point of frustration was we did not have the funds to include every teacher in 
every grade level. We also needed to have a group to compare our experimental group with to measure success. So, we felt like we cre-
ated scenarios in which teachers who were not participating were not thoroughly supportive of the grant.

What strategies were you attempting to use before to solve this problem?
We employed a variety of strategies within the system of our district to combat the issues we were seeing with math instruction. 

Our district had a Professional Learning Community (PLC) time allotted each week on Wednesdays. Students were dismissed early and 
teachers would meet for 45 minutes for collaboration. Our building has also created an MTSS program for reading and math. Through 
disaggregation of data and teacher input, a group of students from each classroom were identified to receive an additional 30 minutes 
of intervention time each day from the Title I teacher. Another strategy we were using as a district was to deliver math professional 
development during inservice days.

What was the big “aha” moment when you decided you needed to try something new?
The big “aha” moment came for me in the previous school year when I was experiencing the student disengagement, the individual 

needs that were not being met, and the lack of time to go in depth or reteach concepts. I utilized the MTSS program, I had parent vol-
unteers, and I tried numerous management strategies to assist in better engagement. When Angela and I attended a conference hosted 
by our state department of education, we were participants in a session led by some teachers who were currently using small group 
instruction to teach math in their classrooms. Instantly, we felt like we might have found the answer to the challenges we were facing. 
That is where the journey began. After using this method of instruction in my classroom the remainder of the year and having great 
success, we felt that other teachers and students would benefit from it as well.

At what level did this project have 
the most impact? This project has 
the most impact at the school 
level with the hopes of bringing it 
districtwide in the future.

School/district profile
• Maize, KansasSuburban district
• District/school enrollment: 

District enrollment is 7402 stu-
dents and school enrollment is 
579 students.

• Grade level(s) impacted: K–5
• 25% Free and Reduced
• 14% Special Education Services
• 50% Male, 50% Female
• 87% White
• 8% Hispanic
• 0.5% American Indian
• 2% Asian
• 2% African American
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What was the top reason you selected this grant?
The ASCD grant was chosen because it allowed classroom teachers to pose 

the problem and offer viable solutions that would be workable in our building to 
benefit student learning. The Teacher Impact Grant also allowed us an appropriate 
amount of money to implement professional development that would be needed to 
instigate a change in instructional practice to a small group core instruction model 
in two classrooms in each of our K–5 classes. The Teacher Impact Grant Program is 
made possible by the support of ASCD, the Leona M. and Harry B. Helmsley Charita-
ble Trust, and Carnegie Corporation of New York.

THE RESPONSE

How has the Teacher Impact Grant work helped you achieve your goals or solve a problem?
The ASCD Teacher Impact Grant helped us achieve our goal of promoting teacher leaders in our building by allowing us to work very 

closely with two teachers from each grade-level team. They became the experts and trailblazers of using a small-group approach to 
teaching math at all levels. As we move forward, the other members of the team will have a resource right next door to assist them in 
changing the structure of their own math instruction. Observation of colleagues is a cornerstone of this grant. Those teachers who were 
being observed were naturally seen as leaders in the area of mathematics and effective instruction by their peers. A second goal we had 
was to increase teacher’s conceptual knowledge of math standards. This was tackled through our quarterly professional development 
meetings when we gathered as a team. As we plan for the 2017 school year we have a building wide plan for teachers to deliver core 
math instruction in a 60-minute time block in small groups.

How has it impacted your school/district/teachers/principals/students?
It was very exciting to observe the changes this grant had on our teachers, our 

building, and our district. Some of the changes were very exciting. There were also some 
disappointments along the way. Currently, we have a few grade-level teams with teach-
ers in the very early stages of their career. This grant opportunity gave them a leadership 
role very early on, and they flourished. A few other teachers who have a more veteran 
status jumped on board and with the goals of the grant even though they were not a part 
of the core team chosen to work with the grant. Our administration saw the benefits of 
the instructional model and is encouraging all staff to use it in the following school year. 
They have even worked with our Title I teachers and support staff to revamp the way we 
use them and their schedule to support this new model. Word has spread around the 
district about how math is being taught in our building. A handful of teachers have come 
over to Pray-Woodman to observe and pick the minds of those using this model.

How has it helped you to overcome the challenges you had before?
The ASCD TIG has allowed us to tackle the challenge of time. Local boards of education often feel it is hard to justify days without 

students in classrooms. Families struggle to find child care on days students are not in attendance. Therefore, inservice days tend to 
happen sporadically, and administrators pack the day from beginning to end to get the most bang for their buck. This usually leaves 
no time for processing or implementing the learning teachers just received. The grant money allowed us to pay for substitutes so that 
grant team members could observe colleagues and collaborate. Each quarter we meet as grade-level teams to reflect on the progress 
of implementation, problem-solve any issues that have arisen, and collaborate about best instructional practices. This gift of time 
throughout the process allowed teachers to gain an understanding of the goal, plan for a smooth implementation and reflect on how 
this shift has impacted their student’s math knowledge. Our target date to make the shift was January. We had two grade-level teams, 
kindergarten and 1st grade, make the shift in November. At the district level the consistent, regularly scheduled, shorter PD format has 
become the model for our newly adopted math adoption of Eureka Math. We believe it was due to the success of our logic plan.
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THE RESULTS

What specific metrics can you share about the impact it had (having data for a 
graph/chart/figure or two is greatly preferred)?

Our buildingwide AIMSweb Plus Spring Benchmark screener had an average profi-
ciency score of 94 percent. Last year’s building average was 83 percent proficient. We 
would like to note that the data from this year is with AIMSweb’s latest platform. The 
number of teachers using small-group core instruction in our building at the beginning 
of the year was six out of 24 classrooms. By the end of the year our number grew to 
20 out of 24. The three 2nd grade teachers have been working toward implementing 
small-group core instruction in the fall of 2017. Our half-day kindergarten teacher does a 
blended model with ELA and math small-group instruction.

What is the single biggest reason you would recommend applying for a Teacher 
Impact Grant in the future?

The single biggest reason I would recommend applying for this grant is empower-
ment. Teachers are the people who are closest to the issues in the classroom. Why not 
allow teachers to solve the issues in the classroom? As a veteran classroom teacher and 
the wife of an administrator, I have a window that many don’t get to look through. I see administrators and teachers as having the same 
role, just with different-size clients. The methods I use to encourage and empower my students are the same methods administrators 
should use to encourage and empower their teachers. I know that if I just get out of the way of my students, they are capable of learn-
ing, problem solving, and leadership. When administrators trust their teachers to take on that role of self-motivated learning, creative 
problem solving, and leadership, they create a culture of empowerment. This is the kind of culture that increases job satisfaction and 
teacher retention. This is the kind of culture where students thrive because of the grassroots effort to do what is best for each of them. 
This is the kind of culture I want to be a part of.

CALL TO ACTION

Use your personal narrative reflections and survey data from each reporting period to provide a call to action for professional learn-
ing and development. What is your biggest takeaway from administering this grant?

When teachers have a voice in identifying issues within a school, they feel valued as professionals. When teachers are given freedom 
to create and implement solutions, they feel empowered. Professional development becomes authentic and meaningful when it is 
driven by the needs of the building, the staff, and the students.

My biggest takeaway is time and focus. This grant implementation was a huge success. What made it so successful was time and 
focus. As a grant team we had one focus: become better math teachers by gaining a deeper understanding of the subject matter and 
using effective teaching strategies in the classroom. We worked toward that goal for an entire year. Implementation was a marathon, 
not a sprint. Teachers had a semester to collaborate, observe other teachers, plan, and tweak. After that semester, teachers were asked 
to implement their plan, and we continued with collaboration, observations, and tweaking the second semester.

My call to action for teachers is to become an advocate for the profession. Where there is a problem, find a solution. Do not be ner-
vous to share ideas with administration. Inspire others to be a part of the implementation of new ideas.

My call to action for administration is to be purposeful when creating professional development for staff. What is your specific vision 
for the short term and the long term? Look for the teacher leaders in your buildings and districts. Visit with them about the vision. 
Accept ideas for bringing the vision to fruition. Remain focused on that vision and remember that it will take time.

The Teacher Impact Grant Program is made possible by the support of ASCD, the Leona M. and Harry B. Helmsley Charitable Trust,  
and Carnegie Corporation of New York.


