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For many teachers and administrators working on the School District Collaboration Fund
(SDCF) grant, the longer-term sustainability of changes and improvements was a serious
concern. While many felt that some changes—most often improvements in listening to teacher
voice and enhanced professional learning—were likely to live on beyond the life of the grant,
others wondered whether efforts to change evaluation or compensation would really last.

This memo summarizes data from interviews with teachers and administrators from districts in
Years 2 and 3 of SDCF implementation. Perhaps not surprisingly, people from Year 3 districts
spent the most time thinking about sustainability, and their views are most heavily represented
in this document.

Because the perspectives of individuals from currently implementing districts were comprised of
guesses, hopes, and worries, we also collected information from former grant managers from
five districts that had previously participated in the SDCF grant. Asking them what had lived on
and what had disappeared after the end of the grant helped to fill in the picture of what is easier
and what is more difficult to sustain over time.

WHAT DISTICTS EXPECT WILL LAST BEYOND THE GRANT

Teacher Voice & Collaborative Culture

Grant managers from all six Year 3 districts predicted that an increase in attention to
teacher voice endure even after the grant ended. One grant manager cited this as the single
most important impact of the grant on her district, and the others listed it among the most
important changes.

I guess the collaboration [teachers and administrators] that has happened over the last
five years of so we've worked with Chalkboard, that has been the biggest shift for us and
made the most impact. It allows us [teachers] an equal place at the table. (Teacher and
year 3 grant manager)

It is one of the things we were focused on, getting a voice, especially for professional
development and professional learning, so we could actually do pertinent professional
learning... We are always looking for ways to do things that involve teachers, staff, and
students to create something like a family. (Teacher and year 3 grant manager)

Often grant managers said they expected teacher voice would continue to matter in their district
because teachers now had a role on committees that were institutionalized within the district.

The committees will last, yes. There are school and district level committees, and the

school committees feed into to management team. All of these activities are minimally or
not at all grant funded anymore. They are part of our systems now, just expectations and
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part of what we do. We have been working on that for the last two years. (Year 3 grant
manager)

(For more details on how teacher voice showed up within SDCF grantee districts, refer to the
original draft white paper on the topic.)

Not only did districts report that teachers’ voices were listened to, but in many cases people said
that the grant had helped to create a more collaborative culture.

Well, | would say the biggest impact has been that it has got our K-12 working together.
We are a small district, but it used to be more separate, elementary and secondary. And
it got us to work together on different topics... | think what you want is when the grant is
over, that we have put in things that will keep going. And | do feel we have a lot of those.
(Year 3 principal)

Former grant managers from districts that had previously been part of the SDCF grant
also cited the valuing of teacher voice as an important and lasting change. Four of the five
individuals interviewed reported that teacher voice continued to play an important role in their

I believe the biggest changes were the collaboration between administration and
teachers. So that we could have conversations about things and problem solve together.
There are more ways for our teachers to feel they had a voice in direction that district
was going. (Teacher from former grantee district)

When we started in 2014, our overall district climate was not what it is today. Through
the grant, we were able to really establish more of a shared leadership model, a
common purpose, a common focus through the four blueprint areas. So we went about
that, through managing the collaboration team group, involving them, giving them more
opportunities to have decisionmaking in district. That shared leadership model has
transformed the overall climate in the district. (District administrator from former grantee
district)

Several respondents from former grantee districts reported that district culture was more
positive and collaborative because of the grant and expected that to be a lasting change.

I do really believe that it’s this piece of the district and teachers working together which is
biggest take away. It is critical. I'm tired of adversarial relationships, where people say
this is my line, and I'm not going to cross it. That’s not healthy. | prefer to work through
problems together and the grant really helped that in our district. (Teacher from former
grantee district)

When you talk about shared leadership or school climate, there are many components to
that: how you facilitate meetings, how you involve people, how it is executed, the
leadership around that is important... | think there are enough people involved in the
process now , so it’s a change in way of doing business. If somebody else came in and
tried to change that, there would be a lot of pushback. (District administrator from former
grantee district)
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Stronger Professional Learning

Another thing that grant managers and administrators alike predicted would outlast the
end of the grant were the changes to professional learning. These changes, which are
described in greater detail in a separate document, generally involved professional learning that
was more driven by teacher needs and interested, more often provided to teachers by teachers,
and better aligned to the district framework for teacher evaluation.

In many cases, grant managers predicted that the new approaches would last because they
were not more expensive than traditional professional development.

Also we have more choice in our professional learning and most of it is provided by
other teachers. | think it will sustain, because it doesn’t depend on grant funds. There is
funding needed for teachers to present and for stipends, yes, but it'’s not such a huge
commitment that it can’t be funded. (Year 3 grant manager)

Another year 3 district had refined its approach to mentoring new teachers and expected this to
last.

Definitely the PLCs and definitely the mentoring will last. Those started as things we
were doing under the grant that will continue... Through the grant, you have time to think
about what you truly value in your district, and when you do that, it guides everything
else you do... We won't lose this; it’s just been too valuable. (Year 3 grant manager)

In Year 2 districts, administrators were already talking about ways to sustain and even expand
some of the new forms of professional learning.

In terms of our [teachers-teaching-teachers model], | do think the intent is that we will be
growing it to a certain level, not completely open-ended, but with opportunities for more

people to participate. We just had one section of it. We talked about offering a version in
the summer, then one in fall, and another in the spring. (Year 2 assistant superintendent)

Three of the five former grantee districts reported being able to sustain improvements to their
professional learning systems even after the grant was over, sometimes with rich and varied
offerings.

And the encouragement of teachers who have been retrained to have a specific skill so
they could offer professional development to colleagues, that model has been sustained.
Also, we have our new teacher mentors... we have one-on-one mentoring for new staff
from someone in their building, at their grade level or in their subject. We put that into
the general fund budget, so it remains. (Grant manager from former grantee district)

And we made teacher leaders in a variety of areas. We have instructional coaches that
we work very closely with. This year, for example, they did our districtwide professional
development twice per month on Monday mornings. ...Our mentoring program still up
and running. Our PLC teams still up and running. Our behavior coaches at elementary
level still going. ...We also have a partnership with Southern Oregon University set up....
Some teachers have become adjunct professors and teach our teachers and other
teachers. You can get college credit, teach the course selection, do it in your classroom,
then talk about it next week, out of theory and into practice, idea that PD works better if
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it’s ongoing, take a piece, implement it and see what works and what doesn't, talk about
it and then see what could be changed. Also we worked with the teachers’ association
and the university to break down things like vouchers. We have it set up that teachers
can take grad credit for free. (Grant manager from former grantee district)

Two Year 3 districts invested a substantial portion of the SDCF grant into the
implementation of AVID and ensuring that teachers received good training and support. They
felt this investment set them up well for an enduring system that would use a common
instructional framework districtwide. In both districts, leadership had committed to paying to
keep AVID going beyond the grant.

In [this last year of funding] we are spending most of our funds on AVID. The teachers have
to volunteer for the training. They get excited and then carry back to the classroom. As a
district, we have committed to fund this and move it forward... AVID training in the future will
be covered by general fund. We made a commitment to that. (District administrator)

The grant funded a portion of our AVID training, but the district paid most of it because it has
seen the need. It has seen the benefit of the focus on improvement, the common approach,
and the common language and strategies. And | would say 85 percent of teachers in our
district are on board with it. (Grant manager)

One former grantee district also spend grant funds on AVID, and this has been sustained in the
time since the grant ended.

In terms of professional development, one of things we did was use money to do AVID,
and the district continues to fund it. (Teacher and former grant manager)

Teacher Leadership

New teacher leadership positions were another outcome of the SDCF grant that all Year 3
grant managers expected to sustain even after the grant. Most of the districts had allocated
some funding to keep the teacher leader roles and/or they had built leadership opportunities into
teacher professional growth plans.

We created a teacher leader position [for each of our three areas of focus in our
professional learning]. When | create a handbook on the district, these things will be in
there. Our [professional development committee] is the overarching one, and these
others feed into it... these positions will get stipends. There were already positions
before the grant came along, but we added a few under the grant. (Year 3 district
administrator)

It will be the same for all of those leadership position; they will be part of a professional
growth plan that they [teachers] present. A few positions will stay. For example, with our
new teacher mentorship program, we will have one person to lead the mentoring. That is
sustainable. (Year 3 grant manager)

That role, of professional learning coordinator, is a teacher leader position. We have
already had someone who has done that now for two years. That job has to remain to
keep this system we’ve built. The superintendent has said the district would continue to
pay the $3000 stipend for a teacher to do that. (Year 3 grant manager)

Sustainability - 4



... Il was a full-time teacher before, have been half time under the grant. After this year,
I'll continue being a half-time TOSA bringing the teacher voice to the admin table... | am
excited that will continue because the district finds value in having the teacher voice at
the table. The district has committed to funding that. (Year 3 grant manager)

In one district, funding was still under discussion at the time of the interview, but the grant
manager thought it likely that money would be found to keep a teacher leader in each building.

The building teacher leaders [who work with administrators on professional development
and growth goals] are new roles. Both through the work that they have been doing, and
the communication they have had with the administration about the professional
development work and things like that, the teachers have felt that those are very
valuable positions. So we've come to see that this is working well, and why wouldn’t we
want to keep it? This is a bargaining year for us, so we are in negotiations with the
district right now to establish the teacher leader positions as permanent contracted
positions. It would provide a stipend on top of the teaching job.” (Year 3 grant maanger)

Three of the five grant managers from former grantee districts reported that their districts had
managed to sustain teacher leader positions created under the grant.

We developed teachers as trainers and brought them back as reading experts in all our
buildings... They are not quite coaches; they are still teachers in building, but with
additional training who also support other teachers, to make sure the work is done with
fidelity. That’s been huge. (District administrator from former grantee district)

We have maintained same teacher leader positions that we had with the grant. We fund
through general funds and Title IIA funds. Title IV funds weren’t available at time of
grant, but districts received them this year, and it’s a great tie in to this work. | think that’s
important for ODE to know. Those funds can help us sustain changes, if the district
chooses to use them that way. (Teacher and former grant manager)

We made teacher leader positions in a variety of areas. We have instructional coaches
that we work very closely with. (Former grant manager)

Improvement Science

Even though Year 3 districts had much less exposure to improvement science methods, grant
managers from five of the six Year 3 districts predicted that some aspect of improvement
science would remain in their district after the grant ended.

[When you think about what the grant has accomplished this year, what do you feel most
proud of?] | think | am most proud that we have started to build some capacity in
individual teachers to spread the continuous improvement mindset and the tools of
improvement science. We have people who will be able to carry that work on after the
grant is gone and continue to build that mindset in our district. (Year 3 grant manager)

" In a later follow-up email, this grant manager said that negotiations were not yet final, but the district
response to the teacher leader positions was positive, and she expected they would become permanent
positions with a designated stipend.
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In particular, grant managers from four districts said that they expected to continue using
empathy interviews in one way or another.

[Empathy interviews] will be continued on after the grant. We have a tendency
sometimes to move too quickly in our district, and these strategies have helped us be
more thoughtful about how we push initiatives out. (Year 3 grant manager)

The intent is for [the use of empathy interviews] to carry on... Maybe not that often. We
don’t want to overwhelm [teachers] with data collection. We are looking at three surveys
per year, at the beginning, middle, and end of the year, customized to that time, and no
others. One idea is having empathy data gathered in place of one of the surveys. Right
now that is just a possibility, to get a better sense of teacher voice. So | anticipate it
living on, being part of the plan. (Year 3 district administrator)

The empathy data has been particularly powerful, and it’'s an easy thing to do in this
district because we have so few teachers. (Year 3 grant manager)

Furthermore, two districts said they were now committed to the idea of “starting small;” that is, of
trying out new ideas small scale before rolling them out to the entire district.

Starting small, yes, we do that. When we started doing design thinking, we started little
bits, try this in this class, etc. We have an administration that is very open to failing
forward. As trite as it sounds, it is very helpful to know you can try something different.
It’s really okay to try something that doesn’t work. There is a lot of trust—and a lot of
room for failing miserably. To be okay if it doesn't turn out as you think, and learning
from it, that’s the big thing. Learning forward is what it is all about. We have the
opportunity to learn what needs fixing, now, not next year. We can stop and do it again,
and not just hang onto the train not going in the right direction. | absolutely expect this to
last, because it is so integrated info what we do now. (Year 3 grant manager)

On the other hand, Year 3 districts often said they struggled to run successful PDSA cycles
(small scale experiments with data collection). Only one Year 3 grant manager felt that PDSAs
were likely to continue beyond the grant.

And we have a professional development committee, and ...some of the project
coordinators are learning about improvement science. That group will keep working on
measurement and running some PDSAs on how to measure the impact of something
before running it full scale. This will be sustainable, if don’t lose all six members who
have had a lot of training in improvement science. Year 3 grant manager)

Teachers in two Year 2 districts also expressed substantial enthusiasm about improvement
science as an approach to change and believed this was likely to be a lasting approach in their
district.

Few Lasting Changes to Compensation or Evaluation Systems

As described in the separate memo on compensation, most districts have not made substantial
changes to their compensation systems. However, the one district that did make changes
expected those changes to last, primarily because they had been incorporated into an MOU
with the teachers’ union.
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And then we have an alternative salary schedule we built, passed the MOU with our
union, just rolled it out in December, and we are now accepting applications to move to
the alternative salary schedule. That... idea and philosophy will carry on. They built a
process and procedure that will last. Right now we have a review team that gets paid an
hourly rate. Next year they will be doing it as part of their professional growth plan. (Year
3 grant manager)

One other district felt that some connections made between overall average teacher evalatuion
scores and district professional goals might be sustainable.

I hope it will last after the grant goes away. It’s one of the things that teachers see value
in. In the past, they had complained about the lack of connections between evaluations
and professional development, how professional development wasn't relevant to their
work. We are now writing up a document someone could refer to. This is a system which
I think is supported by both teachers and administrators. (Year 3 grant manager)

Among the former grantee districts, only one of the five reported making real changes to their
compensation systems. Furthermore, those changes were available to teachers on an “opt-in”
basis, and the former grant manager reported that in the 2017/18 school year, only one teacher
took advantage of this opportunity.

WHAT DISTRICTS FEEL MIGHT NOT LAST

Compensation & Evaluation Changes Are Not Lasting or Never Occurred

In both Year 3 districts and districts no longer in the grant, grant managers reported that there
were very few lasting changes to compensation and evaluation systems.

In many cases, changes in compensation had never taken hold, or districts had run out of
time and been unable to finish what they hoped to accomplish. This was the case in at
least four Year 3 districts.

| think the real challenge for [compensation] is the sustainability factor. We have great
ideas, out of the box thinking. And we have the business department needing to feed it
into a spreadsheet and make it work. It is a hard task. Maybe it takes longer. | think
people address that last, because it is so hard. (RR3)

| worry about [the sustainability of our compensation model]. That’'s my worry this year
because of what we have seen.? The lesson to be learned is maybe we didn’t collect
enough empathy data from teachers when building that system. | think maybe we didn’t
ask the users the right questions. (Year 3 grant manager)

Compensation was one of our biggest road blocks. Our previous superintendent was not
on board, so that was difficult. We had a meeting this week to implement the work we
have done, [but I'm worried], especially with budget not looking so good. (Year 3 grant
manager)

2 In this district, teachers were not interested in piloting the alternative compensation model that the
committee drafted.
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Three of the five former grantee districts reported that changes they had tried to make to
the compensation systems in their districts had proven to be unsustainable. Furthermore,
a fourth district reported it had never been able to make changes at all.

Given what has happened w PERS, with a 21 percent increase in the PERS rate and
next year a 23% increase, along with state school budget cut of 8.2 percent... this
combination of a reduction in services, plus a budget-breaking increase in PERS, meant
that we couldn’t sustain the salary model that would cost us more. We like the idea of
teachers being acknowledged though, so it's on the shelf. (District administrator in
former grantee district)

Things that have gone away are related to compensation: stipends for TOSA-like
positions that affect student outcomes. Those are important positions that acknowledge
you are in a middle ground. But they weren’t sustained because of funding. (Former
grant manager)

We have been able to sustain everything through federal grants except for the
compensation model, because federal dollars can’t be applied to compensation... We
could have sustained our compensation if we had [received] scaled=back funding [from
the state] for Years 4-6. This would give districts more time to sustain things, if instead of
going from $300,000 per year to $0, we'd even received $50,000. Then we could have
kept the compensation model going for another three years and maybe had time to
something with a step-ladder model. (Teacher leader in former grantee district)

Similarly, evaluation was an area in which many Year 3 districts felt unable to fully
accomplish lasting changes. Some hoped to continue work even after the grant was over to
ensure that changes were meaningful.

We will still have [our external consultant] help next year, because there is still work to
do, we will use some district funding. That should be sustainable. Otherwise, why are
doing this? We don’t want the evaluation system to be jumping through the hoops and
checking boxes. We have the system, need to figure out how to make it effective. (Year
3 grant manager)

We are working on teacher evaluation too, that was another thing that people didn’t want
to take control of. We have a great committee now, and this is a passion of the new
superintendent, that will stay. It won’t be finished by the end of the grant. However, |
think that he sees it matters, and this spring there will be stuff on interrater reliability. It
won't be all done before the grant is done, people think it will be all tied up with a bow,
and it won’t be, but the work will continue and we are on the right road for it to keep
moving. (Year 3 grant manager)

One Year 3 district reported not changing their evaluation system at all (because it felt
unnecessary).

Professional Learning
While professional learning was the largest success for most districts, there were still

components that districts reported they hadn’t done well or did not expect to last. One Year 3
grant manager was disappointed because her district did not succeed in creating a sustainable
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mentoring program for new teachers. Another reported that positive improvements at the
secondary level were weaker at the elementary level because multiple competing initiatives had
interfered with efforts to strengthen collaborative professional learning.

In two of the five former grantee districts, improvements in professional learning had recently
decreased due to budget constraints, an in one district, all professional learning disappeared.

As a result of the grant, we got an additional professional learning day built into
calendar. Those were split w administrators, with half-day sessions that were totally
teacher-led. You could decide what you presented on...We did that for three years. We
did it again this year. But because of the budget situation, next year there are no
professional learning days at all, because we cut six days from the school calendar. The
first to go were our four professional learning days. That’s heartbreaking to me. But
student contact hours, there’s a law. So [professional learning] will totally go away, just
not because we want it to. We can resurrect it, | hope. It’s just going to take some doing.
(Former grant manager)

Other things that individual grant managers in Year 3 said might be at risk in their districts were
some improvement science tools, support for a person to coordinate work in the four blueprint
areas, and the time and funding for teachers to get together across buildings. That last item also
proved to be something that was lost in at least one of the former grantee districts as well.

STRATEGIES TO PROTECT OR SUSTAIN CHANGES

To the degree that districts expected changes to last beyond the end of the grant, we asked
them why they thought so. What had happened to make those changes likely to last? What had
they chosen to do to protect or sustain changes?

One common answer to these questions was that some districts had intentionally built
capacity in multiple individuals to lead or support the new systems.

I do worry that if I'm not here next year, not because I'm so great, but because | have
had all the experience and learning, | worry some people would slide back to solutionitis.
That is why | am trying to make it that I'm not the only one [who understands the
improvement science approach]... We are taking a team to the Carnegie Institute, which
is expensive and can'’t continue after this year, but we can use to bring others on board.
(Year 3 grant manager)

[How will you replace the teacher leaders, if they quit, after all that investment?] We are
planning to work on that next year, to have a coordinator. We are putting together the
criteria as we speak and willl have one in place by start of next year. That person will do
all the scheduling, which has become a big project for me. He or she will also be in
charge of ensuring that 2-3 people in each building are training to become [teacher
leaders / coaches]. We know there will be burnout, and we know we need new people
who will shadow and learn to do it. (Year 2 grant manager)

Districts also reported that because they had listened to teacher voice and created things

that teachers genuinely wanted, the changes were likely to last. Some even said that changes
had become part of the culture.

Sustainability - 9



I think it would be really difficult [to make the changes go away]. We have a lot of people
here who would advocate for what we have done. And | think we have evidence from our
students, from our classes. We have tons of documentation just from the paperwork of
the grant. (Year 3 grant manager)

| think [sustaining changes] depends on the superintendent. It would be easy for things
to go away if a superintendent didn’t want them. But we have some processes in place
and some teachers who are invested in it now. If we have a superintendent who wanted
to keep what was going on, I think it would probably continue. | also think, if [a change in
leadership] were to happen, it is something we’d want to ask about it in the hiring
process. (Year 3 grant manager)

I think it would be hard to lose it all, especially because the big things we wanted to see
changed, we rolled out in Year 2, so they will have been going for two years. (Year 3
grant manager)

Many said that documenting the way committees or teachers worked helped to solidify or
institutionalize new teams or roles. Often committees that started out as part of the grant
work became permanent parts of school district systems.

In our district, because we are so small, we have had teachers involved in lots of things
in the past; that was already there. But it’s increased a little bit with the grant. What the
grant has done mostly has been to streamline it, | guess, to get it organized. We didn’t
have processes or protocols or job descriptions for anything. Now it is written down
somewhere, so everyone knows the process, so even if we had different administrators
or if teachers were to leave, the systems would continue anyway. (Year 3 grant
manager)

We are looking at how things fit into our system. I think the biggest thing that has
become a part of our system was the structure of our grant committees. When we
became an AVID district last year, | quickly developed an AVID district committee that
had equal representation of all stakeholders, and that was well-received. It wasn'’t
questioned at all, the teacher voice piece. That is coming out as definitely part of our
district. (Year 3 grant manager)

Our district’s professional development committee [was a grant committee, but now just
part of the district committee that was not strong before] is a good example. There was
always a district committee, but now the collaboration grant committee has been formally
folded in. (Year 3 grant manager)

We have our grant committee, and it's become the educator effectiveness committee.
We are in the process of making that an actual committee where the building teacher
leaders use that to communicate with the district about professional development,
growth goals and all that. It will be two teachers, one from each building, and the
principals and the superintendent. So what was previously a grant team will be the
educator effectiveness team. (Year 3 grant manager)

And of course, solidifying changes in the union contract was another crucial way to ensure the
sustainability of changes.
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Naturally, the wrong leader could wreck anything. Unfortunately that could be very easy!
That grant is gone, and a new superintendent comes in and they won’t know the grant,
but they will see the procedures and alternative pay scale. It is in the contracts, though,
and a new superintendent can’t just change the collective bargaining agreement. (Year 3
grant manager)

I don't think [the changes] would just go away. | think they are built into the system and
the culture enough that there would be quite a bit of pushback if someone came in and
wanted to change everything. Obviously it would take some time to talk through how we
got here. | don’t feel like there is anything that you could say, “we definitely won’t do that
next year.” We have the MOU with the union; that couldn’t be changed right away. We
have School Board support for our changes. Even the Board, which is a more sign-on-
the-dotted-line type, they took it on themselves to learn more. They built a team of
admins and teachers to keep them informed. There is a more collaborative culture, so
one person changing things,| don’t think that would fly. (Year 3 grant manager)

Individual district grant manager also mentioned a few other strategies such as:
¢ Intentionally schedule teachers to have overlapping prep periods to facilitate on-going
collaboration during the school day.
e Consider incentives besides stipends to reward teachers for extra leadership activities—
additional prep periods might be one option.

Two Year 3 districts also had suggestions they thought would benefit other districts coming
along after them:
¢ One district recommended that districts spend substantial time thinking about
sustainability in their second year of implementation; the last year is not early enough.
¢ Another district recommended that the state create a platform for districts to share their
sustainability strategies, so new districts would not need to start from scratch.

Year 3 district agreed that it would be impossible to sustain everything they had done without
any additional funding. Most expected that their districts would provide at least some of the
funding. However, as the examples of the former grantee districts illustrated, real budget
constraints meant that this did not necessarily happen in the way people had hoped. Some
argued that if the state wanted districts to make the types of changes promoted under the SDCF
grant, it should also provide funds to sustain the work.
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