Preface

T

his book is for leaders responsible for improving the mathematics
achievement of students. The process presented in the following
pages will be useful to leaders who want their teachers, grade levels,
departments, schools, and districts to successfully build a high-quality
mathematics program based upon the five principles identified by the
National Council of Teachers of Mathematics (NCTM; 2000): equity, curriculum, teaching, learning, and assessment, as well as the four leadership
principles identified by the National Council of Supervisors of
Mathematics in the PRIME Leadership Framework (NCSM; 2008): equity
leadership, teaching and learning leadership, curriculum leadership, and
assessment leadership.
To facilitate leaders’ actions toward positive change, we present in this
book a developmental, sequential process, which is shown in Figure 0.1,
Outline of Developmental Stages. While the process unfolds over many
months and is long term by nature, we also show mathematics leaders how
to effectively focus their time and energy so as to achieve shorter-term
goals and objectives. Leaders will find guidance for change initiatives that
are small enough to manage, yet large enough to matter. We have
incorporated NCTM Principles and NCSM Leadership Principles
throughout each stage of the process and offer recommendations that are
logical, supported by research, and easy to follow. Suggestions for
targeting equity are also provided in discussion of each stage of the model.
The improvement process we describe begins with refining, honing,
aligning, and implementing the mathematics curriculum. Curriculum
improvement is critical to long-term success and student achievement. In
addition, the curriculum is a recognized part of the leader’s sphere of
influence. Initiating improvement within the mathematics curriculum does
not require permission to purchase new programs, to adjust schedules, or to
seek outside resources. Mathematics leaders need only to make the decision
to begin.
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Incorporating Effective Instructional Strategies

Exploration
The teacher gives each group four paper strips of the same length and asks, “What do you
know about the strips?” (They are the same length.) Next, the teacher asks each student to
pick up one strip and instructs the group leaders to label their strip as 1:

1

The teacher then asks the student to the right of the leader in each group to fold his or
her strip in half and asks, “What would you label each section?” (one half):
1
2

1
2

Next, the teacher says, “Talk in your group about how you would find fourths.” Following
the group discussion, the teacher instructs the students to fold the third strip into fourths:

1
4

1
4

1
4

1
4

Finally, the teacher says, “Now fold the last strip into eighths and label each section:”
1
8

1
8

1
8

1
8

1
8

1
8

1
8

1
8

Holding up strips labeled with halves and fourths, the teacher discusses the equivalent
fractions 1 = 2 and writes them on the board.
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1
2
2
1
4

1
4

1
4

1
4

The teacher asks, “Why are the fractions equivalent?” (The strips are the same length.)
Next, the teacher issues the lesson challenge: “Your group task is, first, to find and record as
many equivalent fractions as you can and, second, to organize your findings in a chart.”
(Continued)
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• A Leadership Model
In response to one of the last two responses the mathematics leader might be
tempted to ask, “What can I do to help?” However, this response clearly opens
the mathematics leader to taking on tasks outside his or her responsibility and ultimately will undermine teachers’ trust. Instead, the mathematics leader should
again turn the question back to the principal, saying, “What are you planning to
do?” The principal might respond in various ways, but the most likely are “I need
to go back and check on her” or “I need to get to her class.”

The mathematics leader now has an opportunity to suggest classroom
visits. If the principal is seeking evaluative information on Ms. Jones, then
he or she should conduct such a visit. If a classroom visit is intended to
check for Ms. Jones’ use of particular strategies, then a supportive classroom visit—or series of visits—should be suggested. The mathematics
leader can perform these supportive visits.
The mathematics leader in this example should be similarly cautious in
conversation with Ms. Jones. It is not the leader’s role to notify Ms. Jones
of the principal’s concerns. Confidentiality and discretion go both ways. If
the leader were to convey the principal’s concerns, it would undermine
the principal’s trust in the leader.
One effective communication strategy that builds trust in both teachers
and principals is for the mathematics leader to suggest that the principal
join the leader in taking an “implementation walk.” Implementation
walks, like the classroom visits discussed in Chapter 4, focus on strategies
or programs being used in classrooms. After visiting several classrooms,
mathematics leaders and principals share and discuss observed actions in
relation to desired actions.
Implementation walks are excellent opportunities to remind principals
about the mathematics curriculum and the improvement program being
implemented. They also can serve to differentiate between evaluative and
supportive data. One suggestion is to ask principals to focus on actions that
students are taking, rather than on teachers’ actions. This tends to help
change an evaluative mindset. If a classroom visit form has been developed,
mathematics leaders and principals can both complete the form and
discuss their observations, which also can be shared with teachers.
Mathematics leaders who become frustrated with a seemingly slow process
of change may be tempted to wish that they had evaluative power because then
they could “get things moving—or else!” Of course, in reality this would be
counterproductive for a couple of reasons. First, teachers need a source of
supportive data so they can take risks without having to worry about a negative
performance evaluation. If teachers dare not risk trying something new or
different, then no changes can possibly take place. During change initiatives,
teachers need someone who is by their side, not looking over their shoulder.
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