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Objectives for Today

Identify the tools and resources available for districts to
implement Step #2: Prioritize Threats of the momentum loop

LD Describe the actions districts will take during Step #2 of the

B— : momentum loop
[

El Enroll in the September cohort of EAB’s Collaborative to
— Improve Teacher Morale
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A Successful First Teacher Morale Collaborative

35 Districts Nationwide Currently Participating and Finding Success

66

"The entire process has been
helpful in providing tools and ideas
that go beyond teacher morale.”

"LOVE the structure of
everything. It's taking a
complicated challenge and making
it feel doable and possible!”

"A strategic and intentional
focused plan that we can
easily implement.”

"I have learned a great deal about
the feelings of our staff but also
learned a valuable process to conduct
surveys for other needs.”

"With all of the tools provided we
could just follow the process and allow
for actionable items to emerge for our
improvement strategy.”

"The materials you provide are
amazing! There is no way we could do
all of this on our own. We appreciate
our partnership with EAB so much!”
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Morale Momentum Loop 101 Sessions

Sharing the EAB Resources to Execute Each Step

Diagnose Prioritize Co-Design
CAUSES THREATS SOLUTIONS

July 20th This Session August 24th
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Reminder of Resources Available for Step #1

Two Parts to Diagnosis: Quantitative Data and Qualitative Input

= > il

Collect Analyze
Quantitative Quantitative
Data Data

Quantitative Supporting Resources

EAB’s Diagnostic Questions
Diagnostic Survey Data Analysis Tool
Communication Templates

ol -

Collect Summarize
Qualitative Qualitative
Input Data

Qualitative Supporting Resources

Productive Qualitative Input Toolkit
Selecting Input Format Overview
Formal Sessions Support
Question Bank
Facilitator Tips
Notetaking and Summary Guides
Communication Templates
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Six Threat Areas Jeopardize Morale

Personal Safety &
Belonging

Baseline needs related to
feeling safe at work and
having relationships and a
community

Time & Resources

Access to the right resources
and training for success and
a manageable workload

Leadership Trust &
Values Alignment

Assurance that the districts’
values mirror their own, and
that leadership behaviors
reflect those values

Ownership & Input

Feelings of autonomy and
ownership of their
classroom practice and an
ability to contribute to
district/school decisions

Recognition & Value

Feeling appreciated and
recognized for their
contributions to their district,
the school, their students,
and the community

Professional Growth

Sufficient opportunities for
professional growth and
leadership and managerial
support of career aspirations

ccessed December 2021; Maslach,
e to emplovee pulse surveys’,
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https://www.researchgate.net/publication/12693291_Six_areas_of_worklife_A_model_of_the_organizational_context_of_burnout
https://www.qualtrics.com/experience-management/employee/what-is-employee-pulse-survey/?utm_source=google&utm_medium=ppc&utm_campaign=US-EX-EE&utm_term=US-EX-EE-DSA&utm_keyword=&MatchType=&adid=456559881256&utm_content=456559881256&adgroupid=106727678357&campaignid=755083366&Target=&targetid=aud-1340968712760:dsa-991504237327&Device=c&devicemodel=&loc_phsyical_ms=9073499&Placement=&network=g&adposition=&gclid=Cj0KCQiAzMGNBhCyARIsANpUkzMbo_I9eJdU-GLOQ5Vevq0Pg6xS4x6wA1fXqgRXU8Uf2c4pqO1NvR0aArIKEALw_wcB
https://ssir.org/articles/entry/burnout_from_an_organizational_perspective

All Resources Discussed Today on EAB Website

Located on the Teacher Morale Resource Center

Resource Center
organized by the
th ree StepS Of morale Diagnose causes Prioritize threats Co-design solutions
loop. Today willbe |
focused on resources
supporting Step #2:
Prioritize Threats.

How schools can

overcome low teacher
morale

Watch the recordings from our recent

(ﬂ;\\m;mg circum: roundtable event where we provided ACCGSS the fo) I’Ig ina | Web inar
©r predete concrete steps district leaders can

= I it t st teach I i i

implement o bocst tacher morele recording if you need a

solutions in collaboration with emplo AB has distilled this process inte the

“esher orae e oo refresher on the Morale

Momentum Loop

Diagnose Prioritize Co-Design
CAUSES THREATS SOLUTIONS
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Efforts to Diagnose Lead to Information Overload

Request for Teacher Input

Common Mistakes in Responding

100s of survey responses collected from
EAB’s morale diagnostic survey

100s of comments using EAB’s resources to
collect productive input

10s of threats to morale from teachers

Try to solve too many problems

Prioritize projects that are
“possible” rather than critical

Select projects based on
popularity alone

Determine next steps without
clear rationale to teachers

Sources: EAB interviews and analysis.
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Four Elements of Effective Threat Prioritization

Threats Must Be...

Prioritization Must Be...

Achievable

Commit to 1-2 prioritized
threats at a time so districts
can robustly and effectively
address threats

Flo

Efficient

Make decisions quickly for
timely teacher
communication

Impactful

Select threats with the
greatest likelihood to
improve morale

no

Consistent

Establish a repeatable
decision-making process so
teachers can understand
decision rationale

Sources: Zenger, Jack, Folkman, Joseph, ‘The 3 Elements of
Trust’, Harvard Business Review, February 2019; EAB Teacher
Morale Prioritization Playbook; EAB interviews and analysis.
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Roadmap to Effectively Prioritize Threats

1
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Leadership Prioritization Meeting Support

Leadership Morale Prioritization Meeting (During Meeting)
Use the below
teacher input 4
of prioritization

eas Calirotue t Improve TeocherMoral, Sesson 3 Workhsok
[©) 1ntro Leadership Morale Prioritization Meeting (Pre-Meeting)
. » Rem| Use the below information to help set a clear goal for the meeting and invite the
Overview of purpose, pre-work, e ] right paricpants.

» Open|

and goals of the meeting | mesnmaoniecie
[-) Expld @ Overview of Mesting

b Us= + Analyze the 35 lowsst scoring (L.e., highest disagresment) survey quastions and
synthesize the survey data with qualitative input

+ hssass ability to address thrests to morale based on impact and feasibility

@ Goal of the Meeting

Recommended participants and
invite scripting P5) renel

1@ the 1-2 threats ta morale the district will
5. The aim is to collaborativaly unpack the top

b Ge stricts can make a decision that is feasible

° E:;“l Whao Should Attend
Step-by-step guidance for ried | e st

successful morale priority decisions oy e
and Union leader
» Ask |

Implementstion lesder and
Haht T TR

exacutive spansor

[<) Priori
» vote
» Sher
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Better Understand Key Prioritization Variables

Supporting Resources

2

Synthesize
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Morale Threats
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Applying Maslow’s
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Prioritization Is Both Art and Science

EAB Resources Will Help You Achieve Consistency

Consistency Key for Teachers

Science to Trust the Process

* 17% increase in employees’ trust of
> leaders when leaders rated high in
‘consistency’!

* Your workbook provides leaders with a
repeatable, consistent process to
explain decisions to teachers

1) Consistency is one of the three most important elements of trust
according to analysis of more than 87,000 leader assessments
Sources: Zenger, Jack, Folkman, Joseph, ‘The 3 Elements of Trust’,
Harvard Business Review, February 2019; EAB interviews and analysis.
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Consider Hierarchy of Needs to Assess Impact
How EAB’s Six Threats Fit Into Maslow’s Hierarchy of Needs

Self-Fulfillment Needs

The need to achieve
one’s full potential

Psychological Needs

The need to feel
respected and accepted

Basic Needs

The need to feel physically
safe and have access to
necessities

EAB Threat Areas:

Professional Growth

* Recognition and Value
« Ownership and Autonomy

+ Leadership Trust and Values Alignment

+« Time and Resources

« Personal Safety and Belonging

Sources: McLeod S, “Maslow's Hierarchy of Needs,” Simply
Psychology, 2017, https://www.simplypsychology.org/maslow.html;
EAB interviews and analysis.
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Supporting Tools to Assess Impact and Feasibility

Maslow's Needs Hie

Use this chart to guide your und
her

threat to te

morale Refer

How EAB's|

tin add
understand t

s Hiel

ing pages, there are four possible u
cross the six t

1. Help leaders synt y and qualitative data and better understand what
might be causing teacher disagreement within a given survey question

2. Facilitate leadership’s prioritization of threats by helping leaders better understand
the feasibility of addressing the potential underlying problems.

ese threats are not meant to be comprehensive, but to be used as starting
or examples.

tanding of t

-threats are not included refated to this survey question that refiect my
teachers’ input and experiences shared during qualitative conversations?

b-threat(s) I think is mo:
to address this prob

levant, can I envision feasible ways my

s feel unsafe.

rs unaware of
pe of

psation and

8

n/people
ows them, but
r does not

Maslow’s Hierarchy Cheat Sheet

Use to communicate survey results,
decisions, rationale, and planned next
steps to school leaders and teachers

Morale Threats Register

« Unpack survey responses to better
understand root-cause of the issues

« Help districts better ‘grade’ feasbility
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Make Decisions on Morale Threats

Supporting Resources

3

Prioritize 1-2
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to Address

Threat
Prioritization
Decision Matrix
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Use EAB’s Prioritization Matrix to Decide on Threats

: Answer 5 prioritization questions
: for each of the worst-ranked
i survey questions

Morale Threat Prioritization Decision Matrix

Answer the follawing questions to the best of your knowledge, Repeat this assessment
for each of the 3-5 survey questions in focus. Use the 3-point rating scale to answer
each question and then add the total point count of each section to get your impact and
Feasibility score. You will use these sums to plot your questions on the next page

in Marlaw’s hierarchy.
auestion's threat are
X3P

L To
dogs this s
balong (sax

2. How does this survey question rank In
disagraement overal| (percent disagree 01
+ stronaly disogree)?

3. How does this e | L
area rank n dis

M)  Feasi

y

o 2

4, Based on the problem statement(s) |
think Is mast ralevant (see Thraot

Regicter, pages X-X), can I envision 0= Neveral
fFeasible ways my district might beain
to address this survey questions
undertying threat?
5. How much stoff, staff time, and
i Sgmicant Magersts

Morale Threat Prioritization Decision Matrix

i the lines
dot In the
core of 4.

he impact and feasibility scores for each si
Then plot those scares on the matrix b
presents a question with an Impact sc

question in focu
For example, th
7 and a Feasib

Survey Question Scores

Sum of Impact Score (X-Axic)

| Example
L

Sslact 1-2 of the threats plotted in [or clossst to) the top right quadrant to addrsss to
Improve teacher morale. Thess are the survey questions with the scores highest in
feasibiity and highest in patential impact, District leaders should continue to apply
the underlying threats they di 4 during this mesting and synthasized qualitative
feadback as they begin to addrass the priaritized morsle sencerns

Tool considers

feasibility and
impact scores to :
plot
on matrix

Select 1-2 threats
to prioritize from
the top right
quadrant
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Keep Teachers in the Loop and Promise Action

Supporting Resources

4

Communicate

Next Steps

Email Templates
for Principals and
Teachers

Frequently Asked
Questions Guide
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Avoid Common Survey Data Communication Pitfalls

And Replace with More Productive Personas

x The Copy &
Paste Lecturer

This leader sends out
the full survey results
exactly how Google
Forms sent it to her

The Engaging
J Storyteller

This leader shares survey
results but provides verbal
or written context on
trends, patterns, successes,
and growth areas

The Ghost
Emailer

This leader sends out a

message with the results but
doesn’t offer any opportunity
for teachers to ask questions
or engage with those results

The Transparent
Facilitator

This leader shares results and next
steps and offers to have a discussion
with teachers either by inviting
emails, proactively scheduling small
group meetings with teachers, or
equipping principals and other
leaders to have these conversations

x The Empty Words
Broadcaster

This leader sends out all
of the results but does not
indicate a plan for how the
district will use these
results to make changes

The Enthusiastic
¢ Implementer

This leader centers
communication around their
decisions, their rationale for these
decisions, and their planned next
steps and strategy to take action
and make improvements.

Sources: Insync, Employee survey results communication examples, Accessed
May 2022; Test, Lyssa, Culture Amp, How to communicate engagement survey
results to your team, Accessed May 2022; EAB interviews and analysis.
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Communicating Next Steps to Teachers

Available on the Teacher Morale Resource Center

FAQ to Aid Discussions with Teachers

Fred énmmunl:a‘lingToTeachers Email Templates

M it o epertanton Use to communicate survey results,

o decisions, rationale, and planned next

I I steps to school leaders and teachers

Quer .

FAQ Guidance for Leaders

= + Use to prepare leaders to answer

e teacher questions about survey results
and next steps

s

+ The tools includes questions and ideal

o answers to common teacher questions
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Nationwide Collaborative to Improve Teacher Morale ..

EAB’S Collaborative Schedule

September 2022 January 2023 August 2023

Five Synchronous

Quarterly Progress Monitoring
(April, June, August)

REGISTER NOW!

Limited spots remain for September 21st, 2022 start date.

- Contact your dedicated advisor or click sign me up on the poll
- Register by August 25th, 2022 to secure your spot

af

Step-by-Step Guided
Implementation

af

Peer Collaboration and
Shared Accountability

af

Quarterly progress
monitoring and long-
term support



https://www.eab.com/

Final Thoughts

Please take a moment to answer this final poll
question to provide your overall experience on
today's session.

©2022 by EAB. All Rights Reserved. eab.com
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