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The purpose of the Pilot School
framework is to create vibrant
learning communities engaged in
the continuous improvement of
teaching and learning.

Preface

The guides project at the Center for
Collaborative Education grew out of an
increasing interest in Pilot Schools.
Through a series of text- and Web-
based guides, the project aims to make
the Pilot model accessible to a wide
audience in districts and schools.*

The Essential Guide to Pilot Schools
series will provide a range of informa-

tion on Pilot Schools, including leadership and governance; assessment,
curriculum and instruction; budget, staffing, and schedule; and support
structures. Narrative in the guides is accompanied by: 1) tools: resources
and stand-alone documents, 2) vignettes: illustrations of aspects of the
narrative, and 3) case studies: in-depth descriptions of a school.

The Overview guide explains the essentials of Pilot Schools: autonomy,
accountability, small size, and a commitment to equity. Readers discovered
data on Pilot Schools, how Pilot Schools fit into the school reform context,
the power of the Pilot Schools Network, and steps for starting Pilot
Schools in other districts and schools.

In this Leadership and Governance guide, readers will learn the essentials
of building a strong framework in Pilot Schools, including transforming
leadership roles, setting a school mission, and creating a professional col-
laborative culture. The guide describes the role of governing boards and
election-to-work agreements in Pilot Schools, and how shared decision
making and leadership are essential to these structures.

If you have any questions or comments about this guide, the Overview
guide, or the guides project in general, please do not hesitate to contact us.

* Web guide: http://www.cce.org/pilotguides/weblink

TOOL

VIGNETTE
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Pilot School status gives a school
the freedom to ask, ‘What are
actually doing and what do we
need to change?’”

—Abby Brown, teacher, 
Gardner Elementary School

* Horace Mann charter schools are granted autonomy by the state department of education while also
remaining part of the district and teachers union. There are two Horace Mann charters in Boston that have
dual Pilot status, Boston Day and Evening Academy and Health Careers Academy. “Pilot Schools” will be
used for simplicity, but continues to refer to the Pilot/Horace Mann Schools. 
† In February 2006, the Boston Public Schools and Boston Teachers Union agreed on new Pilot School con-
tract language that allows for 100 uncompensated hours above the contract in 2007–08. The district
agreed to pay the contract rate for up to 50 required hours worked over that amount. Some Pilot Schools
do require teachers to work over 100 hours above the contract hours, and thus teachers in these schools
receive extra compensation.

Introduction to Pilot Schools

The Pilot School model originated in
Boston. There, they are a network of 20
innovative schools within the Boston
Public Schools (BPS) that are achieving
strong results across every indicator of
student engagement and performance.
Two Pilot Schools also have dual Horace
Mann charter school status.* Pilot
Schools demonstrate higher perform-

ance compared to the district averages at all grade levels, including higher
college-going rates, higher results on the statewide standardized assess-
ment (MCAS), and higher attendance rates.

Pilot Schools serve 6,400 students, 11% of BPS enrollment, and serve a
student population that is generally representative of BPS. They do not
select students based on prior academic achievement, and they receive a
similar per pupil allocation to all BPS schools.† First opened in 1995, Pilot
Schools are the result of a unique partnership of the mayor, school com-
mittee, superintendent, and teachers union, and were created to serve as
laboratories of innovation and research, and as development sites for
effective urban public schools. Now a reform strategy over ten years old,
Pilot Schools represent a powerful collaborative approach to partnerships
between teachers unions and school districts. As a result of their strong
performance over time, the Pilot model is now in the process of being
replicated in other cities, including Los Angeles.
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The Center for Collaborative Education (CCE), a nonprofit organiza-
tion, convenes the Pilot Schools Network and works with Pilot Schools to
improve practice and results. CCE provides Pilot Schools with coaching,
professional development, advocacy, research, and financial management.
The Pilot Schools have demonstrated that a powerful network of
autonomous schools in an urban public school district, aided by a third-
party organization, is optimally positioned to create high-performing
schools, promote collaboration among schools, and leverage change within
the district.

All Pilot Schools share the following essential features:

• Autonomy. While part of the larger district, Pilot Schools exercise increased
control over their own resources. Pilot Schools are granted five key areas of
autonomy: 1) staffing; 2) budget; 3) curriculum and assessment; 4) governance;
and 5) schedule.These areas of autonomy allow the schools flexibility in making
decisions that best meet the needs of students and their families.

• Accountability. Pilot Schools are held to higher levels of accountability in
exchange for increased autonomy. In addition to ongoing assessments, every five
years each Pilot School undertakes a School Quality Review process based on a
set of common benchmarks for a high-performing school.

• Small Size. Pilot Schools are small in size in order to facilitate students and
adults knowing each other well. Only 2 of the 20 Pilot Schools enroll more than
450 students, and both of these schools are divided into multiple small acade-
mies. Pilot Schools work to create nurturing environments in which staff attend
to the learning needs of all students.

• Commitment to Equity. Pilot Schools are not selective and strive to enroll
students representative of the larger district. Each Pilot School has developed a
vision and mission around how to educate students, which includes the belief
that every student is able to achieve academic success, regardless of his or her
background. Pilot Schools are committed to continually examining student data
to ensure that all students are served well.

The Essential Features of Pilot Schools

TOOL

TOOL

Boston Pilot Schools,
SY 06–07

School Name Grades
Served

Elementary ..............................
Baldwin Early 
Learning Center K0 to 1

Thomas Gardner 
Elementary School K0 to 5
Lee Academy K0 to 5

Samuel Mason School K0 to 5

Elementary-Middle .................
Lyndon Elementary School K to 8

Mission Hill School K to 8
Orchard Gardens 
Pilot School K to 8

Young Achievers Science and 
Mathematics Pilot School K to 8

Middle .......................................
Lilla G. Frederick 
Pilot Middle School 
(formerly New Boston 
Pilot Middle School) 6 to 8

The Harbor School 6 to 8

Middle-High .............................
Josiah Quincy 
Upper School 6 to 12

High ..........................................
Another Course 
to College 9 to 12

Boston Arts Academy 9 to 12
Boston Community 
Leadership Academy 9 to 12

Boston Day and 
Evening Academy 
(Horace Mann Charter) ungraded
Fenway High School 9 to 12

Greater Egleston 
Community 
High School ungraded
Health Careers Academy 
(Horace Mann Charter) 9 to 12

New Mission 
High School 9 to 12
Tech Boston Academy 9 to 12
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“Because we’re a Pilot

School, we have a say.

We figure decisions 

out together.”
—Rob Bustamante,

support staff, Harbor School

Strong, shared leadership and
governance enable Pilot Schools to
achieve their missions and create
high-performing schools.

1: Building a Framework

Leadership: The people closest to the
students make school and policy
decisions, including teachers, admin-
istrators, support staff, families,
community partners, and students
themselves. Governing boards have
increased decision-making power
over the school’s mission, budget
approval, principal selection and
evaluation, and policies.

—Principles and Practices of the Pilot Schools Network

Shared Leadership in Pilot Schools
Strong, shared leadership and governance enable Pilot Schools to achieve
their missions and create high-performing schools. Research is clear on
the important link between leadership and student achievement, particu-
larly as leadership shapes teaching and learning.1 When members of a
school community are empowered to make decisions, a school culture
becomes more collaborative. From staff to administrators, parents to com-
munity members, and with students always at the center, the “we” is auto-
matic. As Rob Bustamante, a Harbor School student support staff member
described, “Because we’re a Pilot School, we have a say,” and, “We figure
decisions out together.”2

Decisions are made by those closest to the students in Pilot Schools due
to their small size and autonomy. In small schools, staff share leadership
responsibilities with principals.3 The Pilot School areas of autonomy —
staffing, budget, curriculum and assessment, governance, and schedule—
allow each school community to structure itself according to students’
needs. Staffing autonomy ensures that Pilot School staff are committed to
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the work they are doing; all staff voluntarily choose to work in a Pilot
School. Budget and schedule decisions are decided at the school level, with
staff input and decision making and governing board approval. With
increased school-level decision-making power, there is increased responsi-
bility for each decision that is made. CCE coaches work with schools to
develop leadership at all levels, including administrative, staff, student,
family, and community.

Setting a mission first enables Pilot Schools to guide their efforts for
building a successful school. High expectations and equity for all students
are the focus. Once the mission is set, the five areas of autonomy are used
to fulfill each school’s unique mission. The school community in both
start-up and conversion schools sets the mission through a collaborative
process that is revisited and revised on a regular basis. The governing
board, along with the entire school community, is responsible for keeping
the mission at the center of the school’s work, using it to set measurable
goals, and for analyzing progress based on multiple indicators.

As leadership roles are transformed and a mission is set, a strong pro-
fessional collaborative culture is essential in Pilot Schools. Through auton-
omy, schools form creative staffing patterns and schedule time for staff to
meet to set goals for improving teaching and learning. They implement
strategies such as analyzing student work and performance. Staff and
administrators work closely together in teams and committees, utilizing
their strengths to achieve the school’s mission. Pilot School decision-mak-
ing teams include leadership teams, interdisciplinary teams, content-based
teams, grade-level teams, and full faculty. Strategies and tools for organiz-
ing meetings are utilized as groups work together.

Governing boards, a structure created through governance autonomy,
represent the voices of an entire Pilot School community. Decision making
and leadership are shared among staff, administrators, families, communi-
ty members, and, for high schools and some middle schools, students.
Governing boards operate with expanded powers in the place of tradition-
al district- and state-mandated school site councils. Boards are responsible
for setting and maintaining the school mission; hiring, supervising, and
evaluating the principal; approving the budget; and approving election-to-
work agreements.

Like governing boards, election-to-work agreements are a structure of
shared accountability in Pilot Schools. These agreements serve as the
staff ’s contract with a school in place of the district’s teachers union con-
tract—except for seniority, salary, and benefits (which are set at the dis-
trict level).* Governing boards approve the annual agreements.
Election-to-work agreements are crafted to create the conditions that
enable a Pilot School to achieve its mission. Staff sign the agreement

1: Building a
Framework

* Election-to-work agreements apply only to teachers union members.
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based on the fit of the school’s beliefs, practices, and structures with 
their own.

In the following chapters the leadership and governance framework of
Pilot Schools will be outlined in greater depth, including leadership roles,
setting a mission, professional collaboration, governing boards, and elec-
tion-to-work agreements.

1: Building a
Framework
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1: Building a
Framework

Staffing: Pilot Schools have the freedom to hire and release their staff in order
to create a unified school community. Staff should play a significant role in hiring.
Pilot Schools:

• Decide on the staffing patterns and work assignments that create the 
optimal learning environment for students.

• Hire staff who best fit the needs of the school, regardless of an individual’s
current status—member of the district or not. Every teacher hired
becomes a member of the teachers union bargaining unit.

Budget: Pilot Schools have a lump sum per pupil budget that allows the school
to decide on spending that provides needed programs and services to students
and their families. Pilot Schools:

• Have a lump sum per pupil budget, the sum of which is equivalent to the
per pupil budget of other district schools within the same grade span and
includes salaries, instructional materials, consultants, and more.

• Choose either to purchase identified discretionary district services or to
not purchase them and include the per pupil cost in the school’s lump sum
per pupil budget.

Curriculum and Assessment: Pilot Schools have freedom to structure their
curriculum and assessment practices to meet students’ learning needs.While all
Pilot Schools are held accountable to federal- and state-required tests, these
schools are given the flexibility to determine the school-based curriculum and
assessment practices that best prepare students for federal and state assess-
ments. Pilot Schools:

• Are freed from local district curriculum requirements—they can choose
what content to cover and how to cover it.

• Set their own promotion and graduation requirements, although they must
be comparable in rigor to the district requirements. Pilot Schools have an
emphasis on competency-based, performance-based assessments.

• Decide on the professional development in which faculty engage.

Governance: Pilot Schools have the freedom to create their own governance
structures, while being mindful of state requirements, including standardized tests
and school councils. Pilot Schools:

• Establish governing boards to:

- Set and maintain the school mission.

- Select, supervise, and evaluate the principal, with final approval by the
superintendent in all cases.

- Approve the budget and election-to-work agreement.

• Set policies that the school community feels will help students to be 
successful.

(continued)

Pilot School Areas of Autonomy

TOOL
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1: Building a
Framework

Schedule: Pilot Schools have the freedom to set longer school days and calen-
dar years for both students and faculty in accordance with their principles or
school reform models. In particular, research supports a correlation between
increased faculty planning time spent on teaching and learning and increased stu-
dent achievement. Scheduling that allows for summer and school-year faculty
planning time contributes to a more unified school community and education
program. Pilot Schools:

• Increase planning and professional development time for faculty.

• Organize the school schedule in ways that maximize learning time for 
students.

Pilot School Areas of Autonomy (continued)

TOOL
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1: Building a
Framework

The Pilot Schools Network vision and mission statements and principles and practices
were developed by Pilot Schools Network leaders.* Revisions have occurred over time,
with the core ideas remaining the same.

Vision Statement
The Pilot Schools Network envisions education as a way to achieve a more just,
democratic, and equitable society. Pilot Schools engage their students in rigorous
and meaningful learning experiences.We aim to prepare students to become
thoughtful and reflective individuals who construct and apply knowledge.The
Network believes that a primary purpose of education is to empower all stu-
dents to succeed in higher education and to contribute to their communities.

Mission Statement
The Pilot Schools Network engages in:

• Leadership development for governing boards, directors, staff, students,
and families, with a focus on creating democratic and shared decision-mak-
ing governance models;

• Shared accountability to assist schools in assessing progress and in
developing models of authentic assessment for both students and staff;

• Advocacy that includes work with the district and public to ensure sup-
port and resources for Pilot Schools;

• Community organizing to broaden the constituency of the Pilot Schools
and strengthen our collective voice and support.

Principles and Practices
Unifying Vision and Mission: Each school has a unifying vision and/or mission
that is reflected in all school practices and structures, including curriculum, poli-
cies, schedule, professional development, and family engagement.

Equity: Patterns of achievement across race/ethnicity, gender, language, disabili-
ties, and socioeconomic status are examined in order to allow schools to
become inclusive communities and identify practices that provide all students
opportunities to reach high levels of achievement.

(continued)

The Pilot Schools Network:
Vision, Mission, and Principles and Practices

TOOL

* This statement was created by the Boston Pilot Schools Network and has been adapted to apply to Pilot
Schools in other districts.
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1: Building a
Framework

Curriculum, Instruction, and Assessment:

• High expectations are explicit for every member of the school community.

• Student learning is purposeful.Teachers empower students to be responsi-
ble for their learning, thereby increasing student engagement.

• Instruction is differentiated. Students use creative problem solving and
active use of knowledge.

• A rigorous core academic curriculum is provided to all students.

• Assessment occurs in multiple ways, including exhibitions and portfolios, in
addition to standardized tests. Students are expected to demonstrate their
knowledge and understanding of key competencies and their relevance to
the world.

A Commitment to Small Size: Optimal school size is no more than 450
students. Small schools enable teachers and students to build strong relation-
ships and a safe environment.

Professional Collaborative Culture: Teachers share their practice and work
in teams in order to build and sustain a professional collaborative culture.
Schools place an emphasis on shared decision making and shared responsibility
for student achievement.

Leadership: The people closest to the students make school and policy deci-
sions, including teachers, administrators, support staff, families, community part-
ners, and students themselves. Governing boards have increased decision-making
power over the school’s mission, budget approval, principal selection and evalua-
tion, and policies.

Family and Community Engagement: Relationships are focused on respect,
trust, and collaboration. Families are encouraged to participate as partners in
each school. Schools form partnerships with community organizations in order
to expand learning opportunities and support services for students and their
families.

The Pilot Schools Network:
Vision, Mission, and Principles and Practices (continued)

TOOL
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It’s all connected back to autonomy.
We really can change things.

—Peggy Kemp, principal, 
Fenway High School

2: Leadership Roles

Pilot Schools define leadership roles dif-
ferently than they are typically defined
in other schools. Autonomy creates
both possibilities and questions as Pilot
Schools have the power to choose how
to allocate their resources in the service
of teaching and learning. Small size
requires teachers to engage in a variety
of leadership roles. School-based gover-

nance, including governing boards and election-to-work agreements,
creates opportunities for students, families, and community members to
participate much more actively in the leadership of the school. Les
Edinson, principal of the conversion school Fitchburg Arts Academy,
explained, “It [Pilot status] gives us a great deal of autonomy. The people
who are closest to kids can make decisions that affect the kids.”1

In Pilot Schools, principals play a critical and complex role in helping
their schools to best utilize autonomy over resources to strengthen teach-
ing and learning. The following vignette’s in-depth focus on one principal’s
practice illustrates the challenges and opportunities of leadership in a
Pilot School. It underscores the collaborative nature of leadership in a
Pilot School, where a principal must draw upon the voices and skills of
staff, parents, community members, and students.
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One Principal’s Perspective on Leadership
When Peggy Kemp first became principal of Fenway High School, a found-
ing Pilot School in Boston, she knew the role would be different from her
past positions. She had served on the board of a Pilot School and was
steeped in the language and ideas of school reform. Nevertheless, she
found that the first year was a challenge: “The first year, there was quite a
learning curve for me to understand how the teams worked, how people
viewed their roles on the teams, how I communicated this to an outside
audience, and how I defined my role.”

Prior to coming to Fenway, Kemp had served as interim principal at the
John D. O’Bryant High School of Science and Mathematics, a district exam
school of over 1,000 students. In that position, she supervised an exten-
sive administrative staff to whom she could delegate many of the day-to-
day responsibilities of managing the school. “My primary role at that
school was thinking about the direction the school needed to go in, devel-
oping that vision, and implementing change.” Yet the possibilities for
change were constrained by budget and staffing limitations. Kemp’s expe-
rience working for several school reform organizations, as well as for the
Harvard University Graduate School of Education, had allowed her to talk
extensively with principals from all over the country. She discovered a
common thread to her conversations: “I got the sense frequently from
those principals that they felt there was not a lot they could do to change.
They felt really constricted by mandates. They could only do so much
within the confines of the district.”

Fenway represented a major change from the standard approach to
education. “I found a different sort of energy. People did feel control over
what they were doing, and that they could make change. You have a facul-
ty that is very receptive to thinking about doing things differently. They
don’t define their roles in terms of district mandates or union rules. That
in itself was a very different experience.”

Right away she found herself immersed in the daily operations of the
school. Without an extensive administrative structure, teachers took on a

A level of honesty and willingness to
expose oneself to critique is required in
situations of true shared leadership.

(continued)

VIGNETTE
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variety of leadership roles, but their primary role, of course, was to teach.
So the principal had to be very involved. “It was an adjustment, but it
changes your relationship with teachers and with students. You interact
with students much more frequently and for a variety of reasons because
there’s not a layer that separates you.”

Working with Teachers: Shared Leadership
Kemp found that her relationship with teachers was stretched beyond
supervision. “There are so many different leadership teams, and I’m just a
member. I’m responsible and accountable for how the school functions
ultimately, but I’m a member of the team where everyone feels they have
an equal voice.” Learning how to balance the accountability and responsi-
bility of her role with the collaboration of shared leadership was some-
thing Kemp worked on deliberately. One example has been her work with
the Teaching and Learning Committee at Fenway. The committee is a
group of faculty that meets every other week to design and implement the
professional development focus for the year, after having surveyed the fac-
ulty to identify priorities. They have been engaged in this process for plan-
ning professional development for the past four to five years. “I think that
I come to the committee as a contributing member like everyone else,”
Kemp said.

At the same time, her role as headmaster required that she bring a crit-
ical eye to the process through a set of probing questions: “As a committee
we do make a decision together, but then once the decision has been
made, these other questions arise, because they recognize that I have to be
accountable to a wider group. They ask, ‘Are you comfortable with this?’”

The questions might be financial or focused on the allocation of time.
“Can we take the time to do this? Is there money for this?” She gave an
example of a critical moment that grew out of the school’s focus on issues
of gender and sexual orientation. “There was a really full discussion. We
were going to have a play presented, Queer 101, for our opening day exer-
cise for all students. When we actually got down to making the decision, I
raised the question, ‘Is this wise timing? We’ve addressed these issues
with our other students but not with the freshmen. How will parents
react? How will the rest of the faculty?’ So those were issues that I had to
address and I ultimately had to be accountable for if I endorsed what was
happening.”

One Principal’s Perspective on Leadership
(continued)

(continued)

VIGNETTE
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After reviewing these questions with the Lead Team and developing a
plan for the day, they did present the play as the opening activity for the
school year. “It was the right decision and a very enlightening lesson for 
us all.”

“I’ve worked out this dynamic of decision making with the committee,
because if they’re going to invest in planning and work, they’ve got to do
it with the belief that their time is valued, their ideas are valued and we’re
going to follow through on it.”

A level of honesty and willingness to expose oneself to critique is
required in situations of true shared leadership. Recently the committee
tackled an aspect of Kemp’s role as principal— teacher supervision. “They
value observation in the classroom. And there is an ongoing feeling that
I’m not doing enough of that. There’s still a push that I should do more,
but an acceptance that there are other things that get in the way so that
I’m not in the classrooms all the time.”

To ensure that all faculty receive feedback regarding their teaching
practice, the committee designed a peer observation structure. “All of us
are assigned to groups where we’ll make at least three observations and
we’ll have time to debrief. They’ve come up with a schedule, the group-
ings, and they’ll see that it’s implemented. Now the question back to me
is, ‘Is it ok if we use planning time for observations, or some of the meet-
ing time for debriefing?’”

The idea and practice of shared leadership is so pervasive at Fenway
that it leads to the development of new leaders and new initiatives all the
time. “Teachers take responsibility over running their team meetings. It’s
not an administrator running them. It’s a teacher who has the same
responsibilities as everyone else, but who is also the chair. In two of our
departments, we have teachers who are entering their fifth year. They
served as interns at Fenway and now they’re chairs of their department.
They are doing workshops in other venues —one is also a humanities
coach for the BPS Office of High School Renewal in the smaller high
schools. Our humanities team took on the idea of mentoring humanities
teachers in the new small high schools, and developed a mentoring plan
for how to share resources — they felt so confident about their program
and their discipline.”

One Principal’s Perspective on Leadership
(continued)

(continued)

VIGNETTE
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Working with the Budget
There is no doubt that the control Pilot Schools have over their time and
resources makes a critical difference. As Kemp pointed out, it is all interre-
lated: “Teachers feel a lot of ownership over their profession in a Pilot
School. It’s all connected back to autonomy. We really can change things.
We can reshape the way we’re doing things to best benefit what we want
to accomplish. Having control over those dollars and how they’re allocated
allows you a sense of freedom to define the educational experience the
way all of us think it best should be defined.”

The price of such freedom is complexity, pressure, and time. “I like hav-
ing it, but it requires a lot of work, a lot more work than in a district
school where there’s not much flexibility about the budget. The budget
issue requires me to think about personnel, staffing assignments, how I
can deliver a service in the most cost-effective way, looking at collabora-
tions that might bring in extra resources and reduce our expenditures.
Once you step into a Pilot School, you’re hit with this idea that this is an
enterprise where I have to think about all the services we want to provide
and how I’m going to fund them.”

For Kemp the benefits of budget autonomy are clear. “You really can
shift teaching assignments around. You really can think about what people
should be doing rather than being just told by the district, ‘You’re a high
school, so you need two chemistry teachers.’ We can even consider, ‘Are we
going to teach chemistry? Who do we need?’ You see the organization
more as something that can really be shaped if you identify the right
resources and think creatively about how you’re aligning those resources.”

Working with the Board
Governing boards are another unique feature of Pilot Schools. Because of
the school’s autonomy, the governing board has a much greater scope of
responsibility than does a regular school council. Pilot School boards are
made up of families, staff, community members, and students (for high
schools and some middle schools).

“Because the board of trustees [Fenway’s governing board] selects and
evaluates the headmaster, I think they take their responsibilities more
seriously. The trustees at a Pilot School feel that they are accountable for
the success of the school. They are very much invested in how the school

One Principal’s Perspective on Leadership
(continued)

(continued)

VIGNETTE
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is doing long range. My annual evaluation is fairly comprehensive. Parent,
faculty, and student input is sought. The trustees are there at our meet-
ings — we don’t have a lot of absentees. They ask good questions. I’m held
accountable in a way that’s different. I really have to be prepared. I have 
to give my report and be prepared to address the issues that come up.”

Fenway’s strength in shared leadership and governance has most
recently led to a comprehensive strategic planning process. “We used a 
‘big tent approach’ that involved around 100 people— students, teachers,
alumni, our board, community members —and identified key areas that
we want to focus on going forward. Now our faculty has divided up into
committees, and they are making recommendations on how we implement
this process. For example, we have a curriculum review team, an electives
team, and a team that’s dealing with college awareness. They approach it
with a sense of responsibility and they’ll make it happen.”

Student Voice at Fenway
Students are involved in leadership activities in Fenway through formal
structures like the student government and representation on the board,
but student voice and leadership really begin in the classroom and are tied
closely with the learning process at Fenway. “There’s a heavy emphasis on
reflection in the classroom, what you’re learning for the portfolio process
and for the exhibition.” Students are required to think critically and must
be able to articulate their own opinions. This kind of intellectual leader-
ship shapes the culture at Fenway, and students are frequently asked to
use their leadership skills with outside visitors. “We have so many exhibi-
tions that bring in outside judges, and we have many visitors to the
school.” As part of any school visit, visitors meet with a group of students
and ask them a range of questions. “Students reflect on their experience 
at the school and they develop clear opinions. Sometimes the visitors
think that we must have our highest achieving students there, but many
times they’re not. We use a wide variety of students. But they are all so
reflective.”

Given the complexity and the challenge of her role, what would Kemp
say to someone thinking of taking on the role of Pilot School principal?

“It’s only for people who really want to be immersed in the learning
experience and in the community. It’s not for somebody who wants to
manage. What’s most rewarding is that there really is a community here.

One Principal’s Perspective on Leadership
(continued)

(continued)

VIGNETTE
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There’s an opportunity for me to know teachers and students on a very
personal level, for me to observe their growth, to know their personal
issues. I like the idea of change. I don’t want things to be too static.
There’s an opportunity to be continually evolving and reassessing. What’s
the best direction that we should be moving in? What are we doing well?
What can we do better? And yes, we can find a way to make it better if we
all work together.”

One Principal’s Perspective on Leadership
(continued)

VIGNETTE
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The Role of the Principal
The importance of viewing the principal as a leader among leaders has
been well documented:

In successful schools, principals aren’t threatened by the wisdom of
others; instead they cherish it by distributing leadership. The princi-
pal of a successful school is not the instructional leader but the
educational leader who mobilizes the expertise, talent, and care of
others. He or she is the person who symbolizes, supports, distributes,
and coordinates the work of the teacher as instructional leader.2

Pilot School principals are able to take shared leadership further
because autonomy gives them the tools to shape staff roles and allocate
time for meetings and professional development. Peggy Kemp, principal of
Fenway High School, speaks to the delicate balance of this role as she con-
siders herself “just a member” of the Teaching and Learning committee,
but a member with additional accountability. With autonomy, Pilot School
principals have a greater voice in decisions on their school’s budget,
staffing, curriculum and assessment, and schedule. Rather than the princi-
pal’s taking on these decisions alone, schools create structures for staff
input. For example, at the Harbor School a Planning and Management
team exists to “figure out the budget and election-to-work agreement
together” in a “very open process” that is representative of both staff and
administration, according to a staff member.3

Different configurations of the role of the principal are common in
Pilot Schools. Several schools currently or in the past have developed a 
co-principal model, where two or more principals lead a school. Mission
Hill, a school of only 150 students, is a “staff-run” school, as described by
teacher and Pilot School Staff Network member Ann Ruggiero. Mission
Hill’s core faculty is responsible for all major curriculum, staffing, and
scheduling decisions. The faculty consists of a principal, one administra-
tive assistant, and 11 classroom teachers. All staff are involved in weekly
meetings to make and review decisions together.4

Pilot School principals:

• Keep the school’s mission at the forefront of all decisions and prac-
tices, using the mission to guide the development of goals.

• Work closely with the governing board to ensure the school stays on
track with its mission and goals.

• Lead the effort to create a budget, schedule, and staffing pattern that
best serves teaching and learning.

2: Leadership
Roles
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2: Leadership
Roles

• Ensure a focus on high academic expectations, challenging curricu-
lum, effective instruction, and support for all students.

• Ensure the financial well-being of the school, including responsibility
for fundraising.

• Mobilize and support teacher leadership through a team and commit-
tee structure.

• Build strong relationships with teachers, students, families, and
community members, and immerse themselves in the daily life of 
the school.

The Role of Staff
Beginning with creating and negotiating the work conditions of their
schools, Pilot School staff feel a high degree of ownership and responsibili-
ty. Autonomy over curriculum and schedule creates both the necessity and
opportunity for staff to exercise real leadership in their classrooms. The
expectation and structure of professional collaboration provide support
for such instructional leadership. Beyond the classroom, Pilot School staff
take on a variety of leadership roles —including teams and committees —
to ensure that the school fulfills its mission. As illustrated in the vignette,
Fenway teachers engage in a wide range of leadership activities and struc-
tures, from leadership committees to discipline-based teams. Budget and
staffing autonomy allows for the creation of new roles, such as team
chairs. In Pilot Schools the conditions exist to make such leadership a real-
ity. Pilot School staff:

• Choose and create curriculum and instructional practices that best
meet the needs of their students. Pilot School teachers, while still
accountable to state standards, have the autonomy to determine the
best path to reach standards.

• Collaborate with colleagues to assess student learning and improve
curriculum and instruction. Autonomy over schedule allows suffi-
cient time for professional collaboration.

• Take on a variety of leadership roles on committees, teams, and in
the wider Pilot Schools Network to support the continuous improve-
ment of teaching and learning and sharing of best practices.
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2: Leadership
Roles

Preparing Pilot School Leaders
Being a Pilot School principal or a teacher-leader requires a particular set
of skills, which led to the development of a different kind of leadership
preparation program. The Greater Boston Principal Residency Network
(PRN)* is an apprenticeship-based program developed by the Center for
Collaborative Education and Northeastern University.5 Through the pro-
gram, participants, also known as “aspiring principals,” complete projects
and handle challenges that they will encounter as principals. They do so
while paired with a “mentor principal” who has distinguished him/herself
in the leadership of a small school. Many graduates have gone on to serve
as principals, and some have assumed teacher-leader roles. PRN has uti-
lized the experience of existing Pilot School leaders to train new ones.

The Role of Students
Pilot Schools are committed to creating personal, supportive learning
environments for their students. Like the students in the Fenway vignette,
Pilot School students often serve as guides to visitors and spokespeople
about the value of the Pilot approach.

A study of four Pilot high schools examined the written reflections of
prospective students and interviewed current students. The study found
consistent themes across schools:

Particularly striking were the high expectations that students had
for both their schools and themselves.… Students also wrote about
the support they needed to be successful— safe environments,
smaller schools and class size, and the chance to get to know stu-
dents and teachers well.6

Pilot School students:

• Hold high expectations for themselves and their schools.

• Take responsibility for their learning, demonstrate it, and reflect 
on it.

• Exercise leadership in such structures as governing boards, student
councils, and in daily school life.

The Role of Families
Research is clear on the benefit of engaging families in schools on multiple
levels — from the support of learning to participation in school gover-
nance. When parents are engaged in their children’s education, their
children do better academically and socially.7 Pilot School governing

* For more information on the Greater Boston Principal Residency Network (PRN), visit:
http://www.cce.org/gbprn/

weblink
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boards include family representatives, and other forums for family leader-
ship exist, including parent organizations. For example, the Baldwin Early
Learning Center has both a School Parent Council (SPC) and “Room
Parents.” The SPC is comprised of parents and families and serves as 
“a forum for parents to voice their ideas, opinions, and concerns.” Room
Parents represent each classroom on the SPC and “act as liaisons among
the classroom, the parents, and the principal.”*

Because families choose a Pilot School for their children, they feel a
special sense of ownership and responsibility for the school. As Grace
Sanchez, parent of a student at Lilla Frederick explained, “They [staff 
and administration] help me understand that I have a voice.”8 Many Pilot
Schools grew directly out of family and community advocacy for high-
quality, community-centered schools, such as Greater Egleston
Community High School. A coalition of community organizations, includ-
ing tenant groups, neighborhood and business associations, churches, and
the local community development corporation advocated to convert the
alternative high school program into a Pilot School.

The Role of Community Members
Because of the specific mission of Pilot Schools, their small, personalized
nature, and the structure of their governing boards, community involve-
ment tends to go beyond what is typical in most schools. Community
members involved in Pilot Schools engage in advocacy, fundraising, and
volunteer activities. Many Pilot Schools have formal partnerships with
community, business, and higher education organizations, and make
internships a formal part of their curriculum.

Pilot Schools engage in building partnerships and leveraging resources
for their schools. In some schools, governing boards and separate
501(c)(3) organizations support principals with these tasks. The Mason
Pilot Elementary School has formed partnerships with local businesses,
foundations, and nonprofits to increase the school’s budget and provide
students with: a new computer lab, science education starting in
prekindergarten, swimming, after-school programs, and music, art, and
dance instruction.9 The before- and after-school programs allow students
to be at school from 7:30 a.m. to 6:00 p.m. “We’re a full-service school,”
stated Principal Janet Palmer-Owens.10

2: Leadership
Roles

* For more information on parental involvement at the Baldwin Early Learning Center, visit:
http://www.boston.k12.ma.us/baldwinelc/parents.htm

weblink
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Developing Shared Leadership with the
Support of a Coach
The following vignette describes the role of a coach in developing shared leader-
ship and provides one example from TechBoston Academy (TBA). Amy Bayer,
CCE coach, worked with faculty members at TBA to create an effective process
for creating staff development with teachers’ input and investment.

The term “shared leadership” can sound like a contradiction in terms. Our
traditional images of leadership most often reflect strong individuals act-
ing alone to motivate followers. Shared leadership is harder to capture in a
story or an image, but ultimately, it can produce more sustainable results.
What gets in the way of shared leadership in schools is the perception that
it is cumbersome or inefficient— that it will slow down the pace of change
to get input and foster involvement across a school’s community. The per-
spective offered by an outside coach can often help a school establish
shared leadership practices.

CCE coaches assist Pilot School leaders to establish structures and rou-
tines for faculty and governing board meetings and professional develop-
ment sessions that encourage shared leadership. Rotating facilitation of
meetings, soliciting input on agendas, and communicating through shared
minutes are all concrete ways to make shared leadership efficient and
productive.

Amy Bayer, CCE coach, worked with the leadership team and faculty
senate representatives at TBA to construct the agendas for a series of fac-
ulty retreats. Coming in the spring of the school year, the retreat days pro-
vide a significant opportunity for professional development and planning.
As Principal Mary Skipper put it, “The goal of the retreat is that everyone
has a chance to co-create the vision of the school.” Teacher Stephen
Ensdorf reflected that for the most part the retreats work well. “It takes a
lot of planning—if it’s not planned properly, it falls flat.” He especially
likes the opportunity to choose working groups that are of particular
interest, such as new technology or student discipline. “It allows people’s
interests and expertise to be valued.”

(continued)

VIGNETTE
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Making sure that everyone’s voice is heard is a critical part of shared
leadership, according to Keith Love, TBA’s director of student leadership
and operations. “It’s so important to get input from people with different
styles —and reach the more quiet person in the back as well as the person
who always speaks up.” He believes that the role of the coach has been
helpful in the planning process: “It’s important to include someone who
knows the community but isn’t in it day to day.”

For Skipper and Love, shared leadership is the critical factor in moving
a school from great ideas to action. “It’s not just what, but how,” said Love.
“As administrators, we couldn’t do it on our own.” Skipper said that shared
leadership is just not negotiable anymore. “Change is very people depend-
ent, and if it only happens at one level of the organization, it doesn’t hap-
pen. In education we are all shareholders.”

Developing Shared Leadership with the
Support of a Coach (continued)

VIGNETTE
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Governance Structures at TechBoston Academy

TOOL

Structure Members Meeting Times Purpose

Governing Board TBA community: administra-
tors, teachers (including the
teachers union representa-
tive), parents, students, repre-
sentatives from education
organizations, city govern-
ment, the district, the com-
munity, businesses, and
foundations.

Monthly. To maintain the TBA mission
and review progress indica-
tors; to evaluate the head-
master; to approve the
election-to-work agreement;
to approve the budget; to
establish policies.

Advisory Council Representatives from colleges
and universities, state govern-
ment, the district, businesses,
and foundations.

Two to three times per
year. Joint meetings with
governing board.

To assist with TBA outreach
to other schools, businesses,
and foundations.To serve as a
network of supporters with
links to key community, educa-
tion, and business groups.To
serve as a group willing to
provide feedback, advice, and
encouragement to the school.

Friends of TBA Forming. Forming. To raise funds for TBA schol-
arships, supplies, and
resources.

Faculty Senate Open to all faculty. Every other week. To make decisions on school
initiatives; to hold joint meet-
ings with administrative
team.

Administrative Team Headmaster, Director of
Student Leadership and
Operations, Director of
Curriculum and Technology.

Twice weekly. To communicate about
school issues. Faculty are
represented at one of the
twice weekly meetings.

Student Council All students. Every other week. To develop and plan school
activities.

Parent Council All parents, families, and
guardians.

Monthly. To provide direction in terms
of the needs of his/her child
and make recommendations
to the governing board, facul-
ty, and administration.

In addition to the annual retreat,TechBoston Academy works to create opportunities for shared leadership
throughout the year in its governance structures.



The Essential Guide to Pilot Schools: Leadership and Governance 25

Decision-Making Teams and Committees: Lilla G. Frederick Pilot Middle School

TOOL

Decision-Making Teams at Lilla G. Frederick Pilot Middle School

Team Members Purpose Meetings

Governing Board Five parents, four teachers,
six community members, and
two administrators.

To review and approve
policy and the budget.

Monthly.

Content Area Teams Teachers from humanities,
math, science, electives, English
language learners, special edu-
cation, and social workers.
Work is led by current teach-
ers who have accepted the
position of lead facilitator.

To have conversations
and make decisions
regarding teaching and
learning.

Twice per month.

Project Implementation
Team

A group of teachers: two per
academy and one whole-
building electives teacher.

To support the integra-
tion of technology into
the curriculum.

Two to three times per
month.

Data Team Administrative team and one
teacher per academy.

To disaggregate and
disseminate data to
teachers.

Monthly.

Academy Level Teams All teachers from each of the
four academies.

To work together to
support teaching and
learning.

Weekly.

Parent Council Parents, families, and
guardians of students.

To recommend school
policies to the govern-
ing board and create
and implement pro-
gramming and parent
events.

Monthly.

Administrative Team Principal and academy leaders. To engage in profession-
al development on
being an effective leader.

Weekly.

Lilla G. Frederick Pilot Middle School works to create shared decision making through its teams and 
committees.

(continued)
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Decision-Making Teams and Committees: Lilla G. Frederick Pilot Middle School
(continued)

TOOL

Committee Members Purpose

Election-to-Work Agreement Union representatives and governing
board teacher representatives.

To create a mutually acceptable elec-
tion-to-work agreement that is shared
with staff and then taken to the gov-
erning board for final approval.

Budget Administrators, teachers, governing
board.

To gather input from administrators and
teachers, and create a plan with the
administrative team and budget techni-
cian based on the information collected,
and then to take it to the governing
board for final approval.

Hiring Team of teachers, administrators, par-
ents, students, and community mem-
bers.

To select the best possible candidates
from the perspectives of all members
of the school community.

Academy Schedule Academy staff. To create a schedule that best fits 
the needs of students within each
academy.
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At every Pilot School we went to,
students could articulate the mission
and vision of their schools.

—Teacher and design team member, 
BPS school exploring Pilot School status

Setting a mission or vision is

a process that begins with

the inception of Pilot status,

whether as a start-up or

conversion, and continues

on a regular basis with input

from multiple constituents.

3: School Mission and Vision

Unifying Vision and Mission: Each
school has a unifying vision and/or
mission that is reflected in all school
practices and structures, including
curriculum, policies, schedule, pro-
fessional development, and family
engagement. —Principles and

Practices of the Pilot Schools Network

A clear mission and vision unifies a Pilot School community around the
school’s purpose and direction. It provides the school with a guide in mak-
ing decisions that affect day-to-day activities and long-term goals. “You
must have a vision to be a Pilot School,” stated Nicole Bahnam, principal
of Boston Community Leadership Academy.1 Ensuring that the mission is
created and owned by all is the first and most critical role of a principal,
and becomes the responsibility of the entire school community. Through
autonomy, Pilot School staff have the opportunity to shape their school in
order to meet their school’s mission. Setting a mission or vision is a
process that begins with the inception of Pilot status, whether as a start-
up or conversion, and continues on a regular basis with input from multi-
ple constituents.

Pilot School design teams first begin to develop a mission with staff
input as they collectively decide what they envision for the Pilot School.
Design teams may include staff, administrators, families, community
members, and students. In one school thinking of converting to Pilot 
status, the design team formed a “vision” subcommittee, which brought 
a proposal to the whole design team, the whole faculty, and to grade-level
teams for feedback. The vision subcommittee conducted student focus
group interviews to gain input because, “At every Pilot School we went 
to, students could articulate the mission and vision of their schools.”2

Once in operation, governing boards replace design teams as the 
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3: School Mission
and Vision

* For a list of all Pilot School mission statements, see The Essential Guide to Pilot Schools: Overview,
Center for Collaborative Education, September 2006, or visit http://www.cce.org/pilotguides/

The following definitions of “mission” and “vision” are adapted from the Boston Arts
Academy,“Pilot School Governing Board Development” session. Although there are 
distinct definitions, often the terms have been used interchangeably.

Mission: A clear mission statement defines the school’s “reason to be” and is
the source from which all school plans should grow. It is the main tool for 
defining your school to the outside world, including potential students, parents,
funders, and board members.

Vision: A vision statement is a vivid idealized description of a desired out-
come(s) that inspires, energizes, and helps create a mental picture of what 
success looks like for your organization over 10 or 20 years.

Definitions of “Mission” and “Vision”

TOOL

policy-decision-making body for Pilot Schools. It is governing boards that
are ultimately responsible for setting and maintaining a school’s mission
by gaining feedback from the school community and analyzing data for
evidence of progress.

Pilot Schools were created to be high-performing and equitable schools.
They aim to address the needs of all members of the school community.
The Lee Academy’s mission statement shows that those needs can relate
to both students and staff:

Our mission is to ensure the healthy, full development of the whole
child by building academic skills, social/emotional competencies, and
effective habits of being. We support the whole development of our
children by bringing together a caring and engaged community of
adults. We support staff by being a staff-centered school—a school
committed to fostering and tending to the collegiality, professional
growth, intellectual exploration, leadership development, and the
emotional well-being of our staff. Further, we strive to develop
authentic relationships with families, engaging them as co-teachers
in their children’s learning environment.*

The mission is the foundation on which Pilot School areas of autonomy
are built. For some conversion schools, becoming a Pilot School means the
opportunity to deepen their existing mission through autonomy. As prin-
cipal of the conversion school Mason Pilot Elementary School, Janet
Palmer-Owens frequently heard the question, “Why turn Pilot?” She
responded simply, “To take our school to another level.”3 Similarly, Abby
Brown, a teacher at the Gardner Elementary School, another conversion
school, stated, “Pilot status gives a school the freedom to ask, ‘What are
we actually doing and what do we need to change?’”4
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3: School Mission
and Vision

Other conversion Pilot Schools significantly changed their mission with
Pilot status. At Boston Community Leadership Academy, Pilot status initi-
ated a shift from a work-study to a college-preparatory focus, which led to
great changes in the school’s leadership roles, curriculum and instruction,
and schedule. Now the school aims to have every student enroll and suc-
ceed in college. One student explained:

I like the idea of this school being a college prep school. We have a
lot more discussions in the classroom, and the teachers are involving
every student. So, it’s just growing every year, I think, into some-
thing good.5

Several Pilot Schools are affiliated with the Coalition of Essential
Schools (CES), a national school reform organization that emphasizes
“personalized, equitable, and intellectually challenging schools.”6 The
“Principles and Practices” of the Pilot Schools Network is reflective of the
CES principles.*

At Boston Day and Evening Academy (BDEA), a CES school, the mis-
sion and vision focuses on providing students who are over-age for grade
level and at high risk for dropping out with a successful competency-based
education that prepares them for further education and/or careers.7 The
school used its vision to develop a five-year strategic plan with a timeline
and budget that describes the school’s long-term goals and action steps
for: 1) curriculum, 2) student support, 3) institutional advancement, and
4) institutional growth.† This is one example of how Pilot Schools trans-
late their missions into concrete goals and action plans for improving stu-
dent achievement.

A mission not only affects the practices of the school, but also influ-
ences who chooses to attend. Students and families seek out Pilot Schools
for their unique approaches to education. For example, the mission at
Health Careers Academy (HCA) includes supporting students pursuing
higher education and health care careers. A current HCA student
explained:

If you want to be focused and go directly to college, go here. All the
classes are focused on that. Like here, we get a second language from
freshman year, we’re taking AP [Advanced Placement] classes if you
pass certain tests…everything is just college based.8

* For more information about the Coalition of Essential Schools, including the Common
Principles, visit: http://www.essentialschools.org/pub/ces_docs/about/about.html

† For Boston Day and Evening Academy’s mission, vision, and strategic plan, visit:
http://www.bacademy.org/aboutbdeamission.htm

weblink
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“People want to come 

here because of the 

mission.That’s why I 

want to work here.”
—Bruce Pontbriand, teacher,

TechBoston Academy



30 The Center for Collaborative Education www.cce.org

3: School Mission
and Vision

Like students and families, staff and administrators seek out Pilot
Schools for their particular missions and practices. According to Bruce
Pontbriand, a teacher and governing board member at TechBoston
Academy, “People want to come here because of the mission. That’s why 
I want to work here.”9 Pilot School missions form the basis of election-to-
work agreements, the school-based contracts for Pilot School staff. Connie
Borab and Alison Hramiec, teachers at BDEA and members of the Pilot
Schools Staff Network, noted that the opening section of an election-to-
work agreement should include a mission statement, explanation of the
school’s role as a Pilot School, purpose of the agreement, and priorities for
the year. “After reading this section, [a staff member] should have a good
sense as to whether his or her pedagogy or methodology would mesh with
the mission of this particular school.”10 When a common understanding
and agreement about the mission exists in a school community, a profes-
sional collaborative culture is able to develop.

The following is a list of characteristics of a shared school mission and vision 
statements.The list may be used when developing the statements, or to examine 
existing ones.11

The school’s mission and vision:

• Is developed collaboratively by students, staff, families, and community
members.

• Is expressed in clear language that is inspirational and free of jargon.

• Is known, understood, and owned by the whole school community.

• Is continually affirmed, celebrated, and made public to the whole school
community.

• Forms the basis for the school community to assess progress indicators in
achieving goals.

• Is revisited regularly.

Characteristics of a Shared Mission and Vision

TOOL
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3: School Mission
and Vision

Schools can follow simple steps to develop a mission that generates ownership among
the school community.12

Step 1: Collect All Constituent Views on the Mission: Students, Staff,
Administrators, Families, and Community Members

• Students, staff, administrators, families, and community members reflect on
what they think their school ought to be like by responding to questions
such as: What does my ideal school look like? What do I expect from my school?

• Staff views are collected at a whole-faculty meeting. In this meeting:

(1) Discuss the above questions.

(2) Examine the “Pilot Schools Network Vision, Mission, Principles and
Practices” and align them with staff ’s ideas of the ideal school. Small
groups consider questions such as: What does each principle mean?
Where do we see each principle in practice? What would the school look like
if each principle were fully implemented?

• Students provide written responses as part of an essay competition or in-
class discussions.

• Families and community members provide input through a simple survey or
through focus-group interviews.

Step 2: Draft the Mission

Create an ad hoc mission committee or team.This committee synthesizes the
views of students, staff, administrators, families, and community members, and
writes a draft mission.

Step 3: Review and Redraft the Mission

Circulate the draft among all constituents for comment and consensus.The 
mission committee then makes any necessary revisions.

Step 4:Approve the Mission

Present the mission at a whole-faculty meeting for approval. Present the mission
to the governing board for approval and adoption.

Step 5: Display, Celebrate, and Keep the Mission Alive

The whole school community affirms, displays, and celebrates the mission. Hold a
public celebration of the mission that involves students, staff, parents, and com-
munity members. Display the mission in all rooms and use it as the basis for
decision making in the school.

Process for Developing a Mission

TOOL
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3: School Mission
and Vision

The following is an agenda developed by Beatriz Zapater, CCE coach. It can be adapt-
ed as a starting point for vision building in a Pilot School.

Goals
1. Staff will begin to develop a unified vision for what a graduate should know

and be able to do, as well as the dispositions they’d like to cultivate in their
students.

2. Staff will articulate ways in which they will support students to achieve the
vision and expectations they have for them.

3. Staff will begin to develop the core values for the school, which emanate from
the vision process.

8:00–9:00 Breakfast—Everyone together.

9:00–9:15 Introductions; Review Goals, Norms, and Agenda for the
day; short reading.

9:15–9:40 Welcome Students to Today’s Work; dedicating today’s
work to a student.

• Think of one of your students to whom you will dedicate your work
today—what are your hopes for that student?

• Write his/her name on the tent card, write your name on the other side.

• Share your hopes for that student.

9:40–10:30 Powerful Learning Experience

• (5–10 mins) Write about a powerful learning experience you’ve had inside
or outside of school. It can be an individual or group learning experience—
learning is personal and meaningful with positive and lasting outcomes.

• (10 mins) Discussion in pairs—list characteristics.

• (15 mins) Group discussion—chart out characteristics.

• (10 mins) Note common characteristics to summarize discussion.

• (5–10 mins) Principles of effective learning and teaching.

• (5–10 mins) Group discussion about common characteristics and where
they are reflected in these principles. Discuss ways of incorporating them in
the school vision statement.

10:30–10:45 Break

(continued)

Developing the Vision

TOOL



The Essential Guide to Pilot Schools: Leadership and Governance 33

3: School Mission
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10:45–11:30 Chalk Talk—Vision for the Graduate: What should a gradu-
ate from your school know, understand, and be able to do and
demonstrate? In what ways will you catalyze and support your
student’s success?

• Rotate to each chart paper.

• Highlight common ideas.

• Note values that begin to surface from the “silent conversation.”

• Remember the student you dedicated your work to this morning.What will
you do for your student?

11:30–11:45 Next Steps; short reading.

11:45–12:00 Reflections

Developing the Vision (continued)

TOOL
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Successful schools encompass many
facets of collaboration. Important
questions about teaching and learning
are at the forefront of meetings and
conversations, and concrete goals are
set for improvement.

Professional collaboration

requires a school culture

that is founded on trust and

respect among all members

of the community.

4: Professional Collaboration

Professional Collaborative Culture:
Teachers share their practice and
work in teams in order to build and
sustain a professional collaborative
culture. Schools place an emphasis
on shared decision making and
shared responsibility for student
achievement. —Principles and

Practices of the Pilot Schools Network

Professional collaboration is at the heart of every successful school. Teams
and committees collaborate in Pilot Schools to address issues of teaching
and learning and schoolwide issues such as schedule, budget, and profes-
sional development. Through the areas of autonomy, there is the capacity
in Pilot Schools to carve out the necessary time, identify staff roles, and
follow through on decisions, making professional collaboration effective
and productive.

However, autonomy alone is not sufficient. Professional collaboration
requires a school culture that is founded on trust and respect among all
members of the community. In a longitudinal study of 400 Chicago ele-
mentary schools, Anthony Byrk and Barbara Schneider were able to docu-
ment a strong link between the success of a school reform approach
(through its academic results) and the degree of social trust present in the
schools among all groups. “Teachers with students, teachers with other
teachers, teachers with parents, and all groups with the school
principal…all participants remain dependent on others to achieve desired
outcomes and feel empowered by their efforts.”1

Such a culture takes time and careful attention to build. As Peggy Kemp
noted in chapter 2, she had a steep learning curve when she became prin-
cipal of Fenway to learn how the school’s teams and committees worked
and how to establish her relationship with staff, students, and parents.



“I know every single kid 

in this school and their 

families.”
—Teacher, Mission Hill School
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Her willingness to listen to faculty critique allowed for the creation of a
peer observation structure with the potential to improve teacher practice.

There is a large body of research that points to the importance of pro-
fessional collaboration, trust, and collegiality to positive school outcomes.2

Successful schools encompass many facets of collaboration. Important
questions about teaching and learning are at the forefront of meetings
and conversations, and concrete goals are set for improvement. Teachers
reflect continuously on their practice. Faculty members guide one another,
plan together, coordinate their practices, and participate in the most
important decisions of the school.

All of these elements together— faculty members working together,
discussing important issues of teaching and learning, and taking a signifi-
cant role in the school’s decision-making process —are the main work of
professional collaboration. Such work is hard and complex. The emphasis
on openness and dialogue itself creates challenges as differences of opin-
ion, personality, and background rise to the surface. Often leaders need to
develop new skills of listening, coordination, and communication to
ensure that all voices are heard.3

Pilot School staff, administration, and families have a head start in cre-
ating a trusting, collaborative culture for several important reasons: they
share in mutual ownership of their schools; small size allows members to
build strong relationships; and autonomy allows them to shape the struc-
ture and focus of the school. One Mission Hill School teacher emphasized
that the small size of the school facilitates relationships and collaboration:
“I know every single kid in this school and their families. This is our sec-
ond family. That’s what it means to be in a small school—it’s more car-
ing.”4 In order for teams, committees, and decision-making bodies to work
effectively, certain nuts-and-bolts strategies and tools for collaboration
should be employed.* Norms, guiding documents, and external coaches as
facilitators, can help meetings run smoothly. Communication with the
entire school community through minutes and updates is essential for
transparency about the issues being addressed.

The tools and vignettes in this chapter illustrate important aspects of
professional collaborative work in a school. A vignette and a case study,
focused on Josiah Quincy Upper School and Young Achievers Pilot School,
respectively, highlight real faculty teams and committees as they grapple
with the challenge of improving teaching and learning in their schools.

4: Professional
Collaboration

* Many useful tools exist for building collaborative culture. For more tools, visit the National
School Reform Faculty: http://www.nsrfharmony.org/

weblink
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4: Professional
Collaboration

“Collaborate” means to work jointly with others, especially in an intellectual endeavor.
The following tool outlines elements of a professional collaborative culture.

Adult Collaborative Work Is Successful When:
• Strong relationships are founded in trust.

• There is a norm established of publicly sharing work, and being open to dia-
logue, discussion, and critique.

• Substantive, intellectual discourse takes place with a defined purpose.

• There are multiple levels of collaboration occurring in the school (for
example, within grade-level teams, the leadership team, committees, and the
governing board).

• Defined structures and protocols exist (for example, facilitator, timekeeper,
and recorder roles; agendas and minutes; reflective time).

• Assumptions are questioned and new perspectives are used to solve
problems.

• Differences are treated with respect.

Examples of Adult Collaborative Work in Schools:
• Looking at student work in teams using defined protocols, and using these

discussions to take steps to improve learning, teaching, and assessment.

• Observing classrooms, and having conversations with the teacher being
observed to improve learning, teaching, and assessment.

• Developing a shared vision and common goals for moving the school for-
ward with the input of the entire school community.

• Creating shared decision-making governance structures that engage the
entire faculty and include representation of families, students, and communi-
ty members.Teams, committees, and full-faculty and governing board meet-
ings allow the school to decide on key instructional, programmatic, and
budgetary issues.

• Working in teacher teams to plan and implement curriculum and assess-
ments for shared students, including rubrics to assess student work.

• Working in study groups or committees to examine data, read and discuss
literature, and form strategies and solutions for improving learning, teaching,
and assessment.

• Serving on faculty panels to judge and assess student work that is present-
ed through exhibitions, demonstrations, and portfolios.

• Collaboratively examining multiple sources of data to identify challenges,
and then using an inquiry process to develop schoolwide goals and action
plans.

Elements of a Professional Collaborative Culture

TOOL
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Whole-Faculty Meeting: 
Josiah Quincy Upper School
The following vignette models how one school’s professional development plan
grew directly out of its inquiry into students’ and teachers’ needs. Such an
inquiry was possible because of the school’s teacher-centered approach to
leadership.

Josiah Quincy Upper School (JQUS), which partners with the Quincy
Elementary School to create a K–12 pathway for students, has two teacher
team leaders for each grade level, and a headmaster, Dr. Bak Fun Wong, to
oversee the school. According to one teacher, at JQUS “leadership is defi-
nitely shared. It’s his [Dr. Wong’s] whole philosophy. It’s like a circle of
power, of leadership.” Another teacher stated, “Our school tries to have a
lot of teachers as leaders.” Teacher team leaders at JQUS teach one less
class, and take on more responsibilities that affect the direction of the
school. They meet weekly with the headmaster and share information in
their respective grade-level team meetings, where “issues are raised and
everyone has a voice.”

At JQUS full-faculty meetings, the shared leadership is evident as
teacher-leaders take on different aspects of the agenda. On a Wednesday
afternoon, faculty gathered for a whole-faculty meeting from 1:30 to 2:30,
then held subject-team meetings from 2:30 to 3:30. Conversation filled
the room as staff caught up with one another and sat down with food in
the cafeteria of the Washington Street building. The meeting schedule for
the 2006–07 school year consisted of monthly whole-faculty meetings
that incorporated study groups for professional development. Subject
team meetings (math, science, English language arts, history, arts, and
world languages) and grade-level team meetings (grade 6, grades 7 and 8,
and grades 9–12) each take place two times per month.

It’s like a circle of power, of leadership. 
—Josiah Quincy, Upper School teacher

(continued)

VIGNETTE
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Gathering data to design professional development experiences
“We’re going to launch our PD [professional development] groups today,”
announced Steve Watson, English language arts (ELA) teacher and cur-
riculum leader, as he opened the whole-faculty meeting. He first gave
some background on how the study groups had been developed for this
year. Last year, a curriculum committee of about 25 teachers from all
grades had formed to examine what teachers and students had to say
about teaching and learning at JQUS. Subcommittees began to explore the
school schedule, educational values, student experience, and teacher expe-
rience. With the assistance of a researcher from CCE, data was collected
from student and staff surveys and focus groups. All this work “helped
inform the schedule and PD decisions,” Watson explained to the faculty.

The power of listening to students
After the meeting opening, faculty broke up into three groups to “process
what we found out last year” through responses from the surveys. In the
student experience group, social studies teacher and grades 7–8 team
leader Jim Heffron reviewed that there had been seven focus groups total,
covering all grades. He passed out a summary of student responses,
grouped by the question themes (curriculum, instruction and assessment,
overall success in school, student advice, classroom demographics, and
classroom climate), and a small group of four teachers and staff reviewed
the responses. In their focus groups, students had talked openly about
what they experienced in their classes. They discussed what they could
remember about what they learned, how the material from one class relat-
ed to another, what motivated and supported their learning, and what got
in the way.

As the teachers reviewed the student responses, they talked about their
reactions. Tim Kelleher, a social studies teacher in grades 9 and 10, com-
mented, “This has made my teaching better. I completely cut things out
because of this.” “The kids were ruthless,” agreed a student support staff
member.

Another teacher found, “Students want work that’s relevant to their
lives outside of school. They want connections. They want input into what
they’re learning about, and they like being able to work together in
groups.” Teacher Pamela Chu, a grade 8 teacher of ELA, history, and media

Whole-Faculty Meeting:
Josiah Quincy Upper School (continued)

(continued)
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literacy, stated, “They like making their own decisions and choices. I think
students just want to know what to expect, too. If a teacher is clear and
organized, then the student knows what to expect.”

As the small groups reconvened into their larger group on the student
questionnaire, faculty took turns sharing their discussions. One teacher
found that “hands-on learning is most memorable,” while another stated
that “students do forget a lot” between grades and “teachers have to re-
teach ideas.” They discussed the need for summer work packets, differenti-
ated instruction, and relevant curriculum—“We have to make sure we’re
teaching something they can relate to”—and that strong teacher-student
relationships exist. The teachers noted that the “students’ comments are
sophisticated and observant.”

After engaging in spirited conversation, the whole faculty reconvened.
“The quotes from students are very revealing,” said one teacher, “and on
the whole we agreed with them.” The teaching practice group was hopeful
about this year’s professional development, and the educational values
group agreed: “We really want the professional development to land in
concrete places that tie back into our teaching.”

Study groups to extend teacher learning
Based on what was learned from the data collected, the study groups for
the year were announced. The topics speak directly to student and teacher
concerns: 1) the Teaching for Understanding framework—an educational
pedagogy that provides a language and strategy for enhancing efforts to
teach for greater understanding; 2) differentiated instruction— varying
instructional approaches to meet the diverse learning needs of students in
a class; 3) cooperative discipline—an approach to discipline focused on
collaborating with students and families to solve problems; 4) the
International Baccalaureate (IB) program—an international education
organization that offers rigorous curriculum and assessments; and 5)
issues of race, ethnicity, language, and class — conversations and research
relating to students’ cultural and economic backgrounds. The whole-facul-
ty meeting came to an end with Heffron asking teachers to sign up for
their top three study-group choices and then to break into subject-team
meetings. The meeting was run entirely by teacher-leaders and was con-
vened through the teacher-leaders and principal.

Whole-Faculty Meeting:
Josiah Quincy Upper School (continued)
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