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MORALE-BOOSTER COMPENDIUM

Ownership and Input

This resource includes strategies to address morale concerns in the
Ownership and Input threat area. Use these templates and

resources as a starting place to co-design solutions with teachers to
address their morale challenges.




Legal Caveat

District Leadership Forum

verify the accuracy of the information it provides
to partners. This report relies on data obtained
from many sources, however, and EAB cannot
guarantee the accuracy of the information
provided or any analysis based thereon. In
addition, neither EAB nor any of its affiliates
(each, an “EAB Organization”) is in the business
of giving legal, accounting, or other professional
advice, and its reports should not be construed as
professional advice. In particular, partners should

5 i not rely on any legal commentary in this report as
ProJeCt D I reCtor a basis for action, or assume that any tactics
L. . described herein would be permitted by applicable
O||V|a R|OS law or appropriate for a given partner’s situation.
Partners are advised to consult with appropriate
professionals concerning legal, tax, or accounting
issues, before implementing any of these tactics.
No EAB Organization or any of its respective
officers, directors, employees, or agents shall be

. . liable for any claims, liabilities, or expenses

CO ntrl b Utl ng COI"I SU |ta ntS relating to (a) any errors or omissions in this

report, whether caused by any EAB Organization,

H or any of their respective employees or agents, or
Joey Cron n sources or other third parties, (b) any
recommendation by any EAB Organization, or (c)
Ca meron JeSSOP failure of partner and its employees and agents to

abide by the terms set forth herein.
Sarah Woll ’
EAB is a registered trademark of EAB Global, Inc.
in the United States and other countries. Partners
are not permitted to use these trademarks, or
any other trademark, product name, service
name, trade name, and logo of any EAB

A . Organization without prior written consent of EAB.
EXGCUtIVG D | rector Other trademarks, product names, service
names, trade names, and logos used within these
Meredith McNei || pages are the property of their respective

holders. Use of other company trademarks,

product names, service names, trade names, and
logos or images of the same does not necessarily
constitute (a) an endorsement by such company
of an EAB Organization and its products and
services, or (b) an endorsement of the company
or its products or services by an EAB
Organization. No EAB Organization is affiliated
with any such company.

IMPORTANT: Please read the following.

EAB has prepared this report for the exclusive use
of its partners. Each partner acknowledges and
agrees that this report and the information
contained herein (collectively, the “Report”) are
confidential and proprietary to EAB. By accepting
delivery of this Report, each partner agrees to
abide by the terms as stated herein, including the
following:

1. All right, title, and interest in and to this
Report is owned by an EAB Organization.
Except as stated herein, no right, license,
permission, or interest of any kind in this
Report is intended to be given, transferred to,
or acquired by a partner. Each partner is
authorized to use this Report only to the
extent expressly authorized herein.

2. Each partner shall not sell, license, republish,
distribute, or post online or otherwise this
Report, in part or in whole. Each partner shall
not disseminate or permit the use of, and shall
take reasonable precautions to prevent such
dissemination or use of, this Report by (a) any
of its employees and agents (except as stated
below), or (b) any third party.

3. Each partner may make this Report available
solely to those of its employees and agents
who (a) are registered for the workshop or
program of which this Report is a part, (b)
require access to this Report in order to learn
from the information described herein, and (c)
agree not to disclose this Report to other
employees or agents or any third party. Each
partner shall use, and shall ensure that its
employees and agents use, this Report for its
internal use only. Each partner may make a
limited number of copies, solely as adequate
for use by its employees and agents in
accordance with the terms herein.

4. Each partner shall not remove from this
Report any confidential markings, copyright
notices, and/or other similar indicia herein.

5. Each partner is responsible for any breach of
its obligations as stated herein by any of its
employees or agents.

6. If a partner is unwilling to abide by any of the
foregoing obligations, then such partner shall
promptly return this Report and all copies
thereof to EAB.
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EAB's Improving Teacher Morale Toolkits: Morale-Booster Compendium (Ownership and Input)

Discretion Is Not the Only Way to Foster Ownership

Psychologists identify autonomy (or ownership) as a human need, meaning that an
individual endorses the rationale behind their actions. Thus, feelings of ownership can
be achieved not only by giving teachers discretion but also by getting teachers to
endorse district policies or decisions. To optimize teachers’ feelings of ownership,
district leaders should always provide the rationale behind district decisions, collect
teacher input and share how that input is used, and explain how these decisions align
with teachers’ values and the district’s mission.! Even though teachers are not always
explicitly making the decisions, leaders can foster feelings of ownership by increasing
teachers’ belief in and support of those decisions.

Three Leadership Tactics to Facilitate Teacher Ownership

* Leaders should approach all communication about
decisions as an opportunity to convince teachers of the
value of the decision, so teachers support it and
continue to feel ownership over their work and the
district’s work.

Communicate

Decisions with
Intention

 Collect teacher input with clear guidelines and
expectations. By asking for input on what teachers
need if a decision is made, as opposed to asking
teachers’ preference on which decision to make,
leaders can provide clarity on how input will be used.

Provide Clarity on
How Teacher
Input Is Used

« District leaders should always inform their teachers
how their input was incorporated into the rationale
behind new district initiatives and policies.

» Giving teachers guidelines instead of strict mandates
can increase teachers’ feelings of ownership. Having
choice motivates teachers to remain creative and
engaged.

Find Opportunities

to Give Teachers
Choice

Sources: Weidman, Crystal. ™
”. Clemson University. 2016; Wool, Maggie. ", H i
1) Barker, Irena. “:Why Teachers Need More Autonomy and Solutions”. BetterUp. 2021; “The Impact of Supporting Teacher Chojce with TpT School Access”. Teachers Pay
How to Give It to Them”. TES Magazine. 2022. Teachers. 2015; EAB interviews and analysis.
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https://www.tes.com/magazine/leadership/staff-management/why-teachers-need-more-autonomy-and-how-give-it-them
https://www.tes.com/magazine/leadership/staff-management/why-teachers-need-more-autonomy-and-how-give-it-them
https://tigerprints.clemson.edu/cgi/viewcontent.cgi?article=3555&context=all_theses
https://tigerprints.clemson.edu/cgi/viewcontent.cgi?article=3555&context=all_theses
https://www.betterup.com/blog/how-to-build-trust?hsLang=en
https://www.betterup.com/blog/how-to-build-trust?hsLang=en
https://ecdn.teacherspayteachers.com/static/bevsdcasestudy.pdf
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Ownership and Input Strategies

. a: Profiled
Strategy Capsule Description Problem Addressed Institution

Design Establish a cohort of Teachers disagree that Large School
Fellows teachers and task them they have opportunities District,

with solving a district-wide to provide meaningful South

problem. First, educate input into district

these teachers in root- initiatives or that their

cause/design thinking. input is valued. This See pages 7-8 for
Who? Then provide the cohort a  strategy dedicates a detailed case
District and/or task (e.g., SEL curriculum, significant time in study of how one
Building student behavior) and time partnering with teachers | School district has
Leaders to research and to design comprehensive | deployed their

recommend a solution to district initiatives and design fellows

this issue. Teacher-led changes to make program.

efforts to address
challenges in the district
have led to stronger
investment from the
districts’ teachers and

increases buy-in from their

peers for the resultant High

initiative or change.

teachers feel fully part of
the change and
improvement process.

Discretionary 10 offer teachers more Medium School

Teachers think existing

Professional choice in finding the best  training and skills are District
Development professional development  sometimes misaligned to  Northeast
(PD) for their needs and what teachers need to be
interests, one school their best. This strategy
district contracts three PD  gives teachers flexibility .
days a year that the in some of their Complexity
district will provide a professional development
Who? substitute for the teacher. ~ OPPortunities, so they High
District Teachers can use these can choose what they
Leaders most need for

days at their discretion,
including using this time
for planning, collaborating
with colleagues, or taking
advantage of district-
provided or external PD
opportunities.

improvement or growth.

Sources: EAB interviews and analysis.
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Ownership and Input Strategies

. Profiled
Strategy Capsule Description Problem Addressed Institution

Guide to When seeking input from Teachers disagree that Fort Bend ISD,
Solicit Input, teachers on district their opinions are heard Sugar Land, TX
Not Votes decisions, leaders need to  and valued by district

stop asking for teacher leaders. Teachers can

votes and instead ask often mistake their input ?ee page 9 for the

. . our-step process

targeted questions about for a vote, leading to leaders can use to

how the district can unrest and conflict when use teacher input
Who? provide support, a decision does not align and effectively
District regarc”ess Of the ﬁna' W|th teaCherS,. - communicate
Leaders decision. Use this four-step "€commendations. This decisions.

guide to reframe how strategy provides_district
district leaders ask for Ibestctlgsrgvc;gé; gaﬂlc(lji:ce)
teacher input to get useful teacher input to make

information gnd to make informed decisions
teachers’ voices feel heard \yithout setting unrealistic ,

without misleading them.  eypectations. Medium

This process allows district

leaders to use the insight

from their teachers

without giving teachers an

illusion of choice.

Teacher Building leaders should Teachers feel there are EAB Tool
Choice Audit review at least annually many activities or tasks
the activities that impact that they have little See pages 10-11
teachers’ work control over or are for an easy-to-use
environment and assess unclear what elements of Teacher Choice
how much ownership their classroom are under Audit for
Who? teachers have over these their discretion. This rincioals
Building activities. Use this EAB- strategy allows building P pals.
Leaders desighed checklist to leaders to analyze
observe where schools can  opportunities to give
make small changes to teachers more discretion
give teachers more and ownership over their
ownership or improve work. Low

alignment between
activities and teachers’
values.

Sources: EAB interviews and analysis.
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Design Fellows Case Study

Use the below case study profiled from a large school district in the south, to create

an impactful Design Fellows program.

Steps to Develop a Design Fellows Program

Year 1 Fall

o Create Design Thinking Training

» Develop an internal training
plan using Design Thinking
Training Materials from IDEO
and Stanford.

Tip: If the district has a budget
that can be allocated towards
this program, IDEO provides
excellent training resources. If
not, Stanford offers various free
training resources for design
thinking.

Year 1 Spring

e Open an Application Process

« Have principals and
|' —_ superintendents communicate

—— the inauguration of the
program. This should advertise
the program and include an
application for teachers and
specialists.

+ Application should include:
o The chosen initiative.

o Questions to gauge
teachers’ previous
experience and knowledge
relating to the initiative.

©2022 by EAB. All Rights Reserved.

Year 1 Fall

9 Choose an Initiative

+ Identify and select an
initiative that will work
towards the district’s
strategic goals.

« Example: The profiled
district chose personalized
learning and socio-
emotional learning as their
pilot initiatives.

Year 1 Summer

e Conduct Training

=

* Schedule two days to
provide training with these
objectives:

o Train teachers in design
thinking.

o Apply lessons from this
training to start
designing potential
solutions to address the
prioritized initiative.

Sources: EAB interviews and analysis.

eab.com


https://www.innovationtraining.org/virtual-design-thinking-workshop-from-stanford-d-school/
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Design Fellows Case Study (Continued)

Use the below case study to create an impactful Design Fellows program.

Steps to Develop a Design Fellows Program

Year 1 Summer

e Plan for Implementation

* Meet several times post-
training to accomplish
these objectives:

o Finalize solutions.

o Decide how much time
and what resources
teachers will need for
successful
implementation.

» Set expectations such as:

o Agree on metrics
teachers will use to
measure progress.

o Determine how
teachers should
communicate updates
with each other.

Year 2

G Implement and Assign Roles

» Have teachers implement
the initiative, revise, and
retry, as necessary.

» Meet quarterly to discuss
the progress, roadblocks,
and lessons learned from
implementing this initiative.

o Assign teachers specific
tasks to try in their
classrooms.

o Have teachers bring
examples from their
classrooms to revise
with the rest of the
cohort.

How Design Fellows Impact Teacher Ownership

‘ Teachers Feel Seen and Heard

Teachers report improved
feelings of ownership, and
community. This program
brings teachers together to
work towards shared values
and goals.

Increases Buy-in for New Initiatives

Teachers are more invested in
these initiatives because they
were designed by fellow
teachers.

Popularity Grew Over Time

oo
.Iﬂ 57 teachers participated in the

pilot year of the program. In
response to the positive results
of the first cohort, 73 more
teachers participated the
following year.

Teachers Professionally Grow

o
- Design Thinking improves
W - teachers’ abilities to solve
school problems and expands
their roles beyond individual
classrooms.

Sources: EAB interviews and analysis.
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Guide to Solicit Teacher Input, Not Votes

Fort Bend Independent School District, Texas?

Establish Decision- Identify Teacher
Making and Expertise Needs, Not Wants
» Determine and outline what is » Ask what'’s needed to implement
feasible for the district potential plans, not for a vote on
. Decide where input is needed to plans

move forward (does not need to » Use surveys, focus groups, or

be everything) other method(s)

At Ford Bend ISD:

« Superintendent begins » Central Office asks teachers what
reopening the school planning they would need to make each
process and identifies three plan successful
potential plans
Communicate Decision Implement Final Plan

with Teachers District-Wide
» Share final decision with teachers » Use resources strategically to

- Highlight how input was used introduce next steps

(e.g., "Most respondents needed « Continually reinforce decision
little support for X, but not Y”) and reasoning
At Ford Bend ISD:
* Final plan shared with teachers, « Central Offices uses ADKAR
along with explanations model to implement changes to

the district?

1) Fort Bend ISD’s work was also profiled in EAB’s webinar “K-12's Path
H N ‘ - i ". See Slide 29.
2) ADKAR - Awareness, desire, knowledge, ability, and reinforcement; a Sources: Prosci, The ADKAR Model; McNeill et al. (2021). K-12's Path Forward: The
model for change management. Seven "Wonders" of a Post-Vaccine World [Slide 291, EAB; EAB interviews and analysis.
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https://eab.com/wp-content/uploads/2021/04/Post-Vaccine_Deck-1.pdf
https://eab.com/wp-content/uploads/2021/04/Post-Vaccine_Deck-1.pdf
https://www.prosci.com/methodology/adkar
https://eab.com/wp-content/uploads/2021/04/Post-Vaccine_Deck-1.pdf
https://eab.com/wp-content/uploads/2021/04/Post-Vaccine_Deck-1.pdf
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Teacher Choice Audit Guide

This audit should be used by principals to review the activities that impact teachers’
work environment and assess how much ownership teachers have in their schools.
Follow the steps below to complete the checklist, analyze the results, and reflect on
how schools can improve teacher autonomy going forward.

(1) Fill Out the Checklist
On the following page, review each activity and check the box corresponding with the
amount of choice your school offers teachers for that activity.

Note: Grade each activity on a scale from 1-4. A score of 1 means that the activity is
mandated by the school without input from teachers. 4 means that the school has given
full discretion to teachers to decide that activity.

(2) Analyze the Results

Calculate the scores for each column in the checklist and record the total score in the
bottom right corner. Analyze the implications of this score using the chart below.

Score Implication

Low Discretion Leadership may be limiting teachers by giving strict
(<21) mandates on too many of their tasks.

Medium Discretion Leadership isn't micromanaging, but there is room to
(21-30) give teachers more discretion and ownership.

High Discretion Leadership is creating a work environment where
(>30) teachers have ownership over their workdays.

(3) Reflect On Next Steps

Take a moment to fill out the “Is There Room for Change?” section for each activity. Use
this space to brainstorm potential solutions to give teachers more choices or ownership.

Reflect on the following questions:

» For activities that scored a 1 or 2: Is there any flexibility to give teachers more
discretion on this activity? Can the school give teachers more ownership or make
them feel they’re working within a guideline, not a strict mandate?

» For activities where I can’t give teachers discretion, can I communicate better to
make sure teachers agree that these responsibilities align with their values?

« For activities that I scored a 3 or 4: Am I getting credit for this level of ownership
with teachers? How can I communicate this to teachers?

« What resources would I need to give teachers more ownership over certain activities?

Sources: EAB interviews and analysis.
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Teacher Choice Audit

Building leaders should use this audit to evaluate the extent to which school policies
promote feelings of teacher ownership. Reference the Teacher Choice Audit Guide on
page 19 for step-by-step instructions to complete this audit and interpret the results.

Principal | Principal | Teacher | Teacher
Activities Decides Decides Decides Decides

Work Input Input Input Input

Experience
(1) (2) (3) (C))

Lesson Plan
Format

Lesson
Planning
Time

Books and
Learning
Materials
Selection

Curriculum
Decision-
Making?

Classroom
Layouts

Classroom
Behavioral
Policies

PD Goals/
Opportunities

Teacher
Collaboration

Recess Times

Parent-
Teacher
Meeting
Times

1) Respond to this activity multiple times for different
aspects of the curriculum (e.g., math, reading) Sources: EAB interviews and analysis.
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@ EAB

Washington DC | Richmond | Birmingham | Minneapolis

202-747-1000 | eab.com

o @eab @ @eab_ 0 @WeAreEAB @eab.life

ABOUT EAB

At EAB, our mission is to make education smarter and our communities stronger.
We work with thousands of institutions to drive transformative change through

data-driven insights and best-in-class capabilities. From kindergarten to college
to career, EAB partners with leaders and practitioners to accelerate progress and
drive results across five major areas: enrollment, student success, institutional

strategy, data analytics, and diversity, equity, and inclusion (DEI). We work with
each partner differently, tailoring our portfolio of research, technology, and
marketing and enrollment solutions to meet the unique needs of every leadership
team, as well as the students and employees they serve. Learn more at eab.com.




