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A Message from the President

A Message from the President

The past few years have been particularly tough for educators across the country, 
and Philadelphia has not been immune. Like the rest of America we have faced 
tough economic situations that have led to huge budget shortfalls and forced us 
to do more with less. Part of that less was the lay-off of over 400 teachers, nurses, 
school peace officers, and other vital individuals who help our schools run. In the 
last 12 months we have had three superintendents, with the search for a new one 
currently underway. The School Reform Commission, the guiding board for the 
school district, has welcomed four new members. Numerous other administrative 
positions have seen people come and go. And we continue to fight against the 
constant privatization of our public schools. All of this has led to a fear and 
uncertainty of what the future holds for educators and education here  
in Philadelphia.

It is because of this environment that I am particularly proud of the project described in these pages. The West Philadelphia 
University-Assisted Community Schools Project has emerged as a beacon of hope for many concerned about the future of 
education.  It is a project that has allowed teachers, staff, parents, and community members a real, collaborative voice in the 
work of their school. Through this project we have watched teachers become leaders of community engagement, reaching out 
to parents, bridging gaps, and showing the power of the village working for the child.

Through professional development and growing relationships with local institutions of higher learning, educators and 
community members alike have been able to explore and learn how the school can continue to be an integral part of the 
community and the community an integral part of the school. Through connections with local 
groups, we have explored ways to make schools hubs for community needs. Through communication 
we have made sure everyone stays in the loop. Through evaluation we have measured our successes.

With this project we have established a foundation for community engagement and teacher leadership 
that will be built upon for years to come. In these pages are snapshots of that foundation and vision for 
where it will lead. One image that emerges very clear is that Philadelphia educators are committed to 
finding ways to improve our schools and are willing to go the extra mile to make sure it happens. This 
Innovation Grant project is another example of that. I thank all the teachers, staff members, principals, 
parents, students, and community members who have played a role in its success.

Jerry T. Jordan, President 
Philadelphia Federation of Teachers
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Why is the Innovation?

Why This Innovation?

There were two strands that led the Philadelphia Federation 
of Teachers down the path that eventually became our 
Innovation Fund Grant. In 2008, President Jerry Jordan 
and Vice President Dee Phillips were members of the local 
advisory board for an Annenberg Grant that the Penn 
Center for Educational Leadership received to launch the 
Distributed Leadership Initiative, a four-year collaboration 
with the Philadelphia School District to promote shared 
leadership through teams of teacher leaders and principals 

to improve instructional practices in their respective schools.  
Through this experience the PFT gained a new perspective 
and approach to the possibilities of teachers as classroom and 
school leaders, sharing in decision making.

The second strand was the growing conversation around 
“Community Schools” especially within national Union 
circles. The current American Federation of Teachers 
President, Randi Weingarten, had been a clear and strong 
advocate for community schools. The summer 2009 issue of 
American Educator was dedicated to community schools. 

Community Engagement Through the  

Lens of Distributed Leadership: 
Concept Map
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Why is the Innovation?

The AFT had become a leading member of the national 
Coalition For Community Schools.  In addition to the 
Union, the US Department of Education had also embraced 
the community school movement. Secretary of Education 
Arne Duncan had touted the success of community schools 
around the country and announced funding opportunities 
that would support growth in that direction. All in all, 
community schools seemed to be an important educational 
direction that, as of that point, the PFT had not delved very 
deeply into.

When we inquired about community schools in 
Philadelphia, we repeatedly heard “The Netter Center.”  
We discovered that the Netter Center was a division of the 
University of Pennsylvania that focused on “University 
Assisted Community Schools” and ran community focused 
programs in many West Philadelphia public schools. 
When we asked them about the involvement of teachers 
we learned that while teachers have been involved as part 
of a democratic process and play important roles in key 
community school component activities, they had not been 
playing leadership roles in planning and coordinating the 
overall efforts with Netter staff and school administrators.

Through President Jordan’s relationship with Penn’s Netter 
Center and Penn’s Center for Educational Leadership, we 
designed a research based distributed leadership model in 
which teachers, principals, staff, parents, and community 
members participate in a series of professional development 
sessions designed to teach and promote collaboration in 
planning, coordinating, peer coaching, and implementing 
school wide decisions around the community school efforts 
already in place. 

Ultimately, we believed this Innovation would demonstrate 
teacher and union leadership, specifically applying 
distributed leadership to the development of teacher teams 
to advise and coordinate community efforts, improve 
prospects for student learning for the most vulnerable 
students, and offer a scalable and replicable approach to 
schooling.  The following pages offer a look into this effort, 
outlining the successes and the lessons we learned for 
continuing the work.
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A Look At West Philadelphia

A Look at West 
Philadelphia

In many ways West Philadelphia represents a convergence 
of all things Philadelphia – an area of great wealth, great 
poverty, great diversity, and great uniformity. There are 
numerous institutions of higher learning in the geographic 
area, but also a high secondary drop-out rate. Dilapidated 
buildings exist within blocks of hundred-thousand dollar 
homes. Mosques are housed on the same blocks as Baptist 
churches.  Koreans, Puerto Ricans, African-Americans, and 

Caucasians might all live on the same street. It is a place 
where an abundance of cultures come together and attempt 
to coexist.

A 1994 report by the Philadelphia City Planning 
Commission broke down the population of West 
Philadelphia as 72% Black, 24% White, 3.3% Asian, and 
1.4% of Hispanic origin.  25.2% of the population being 
under the age of 20. The same report identified 35 public 
schools, 32 playgrounds, 9 public libraries, 2 city health 
centers, 3 police district stations, 4 police mini-stations, 
and 7 fire stations along with several major non-profit social 
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A Look At West Philadelphia

service centers. The University of Pennsylvania, Drexel 
University, and the University of the Sciences all call West 
Philadelphia home, as do numerous other institutions, 
academies, hospitals, and cultural and arts centers.

This microcosm of a cosmopolitan city was one of the 
features that drew the PFT to this area for our Innovation

Grant. While a great deal of research and practical work 
has been done around areas lacking in resources, here was a 
section of the city with an abundance of social, human, and 
cultural capital at its disposable that seemed to be missing 
some link to make the transition to great primary and 
secondary schools.

The initial five schools we chose to focus on in the grant 
are representative of many of the active public schools in 
West Philadelphia. All five of the schools are designated 
as “Empowerment Schools” by the school district – a 
designation reserved for those schools that have not achieved 
the Adequate Yearly Progress (AYP) targets under the No 
Child Left Behind guidelines and are in Corrective Action 
Level II (CA-II), including those making progress in CA-II.  
The five schools represent 2,425 West Philadelphia students, 
approximately 93% African American, 2% Asian, 1% 
White, 1% Latino, and 3% Other and with 90% identified 
as “economically disadvantaged.”  

 In addition to the racial breakdown of the schools in the 
grant, this chart shows other demographic information such 
as the percentage of students with disabilities, the percentage 
of students considered mentally gifted, the percentage of 
students who do not have an “individualized education 
program,” the percentage of students who are English 
language learners, and the percentage of students considered 
economically disadvantaged. It also shows numbers related 
to enrollment and attendance such as percentage of days 
attended for all students, percentage of days present for all 
teachers, the number of students who entered each school 
after September 20 as well of the percentage of the student 
body that represents, and the number of students that left 
after September 20 as well as the percentage of the student 
body that represents.  Finally, the chart shows the number of 
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A Look at West Philadelphia

suspensions at each school, the number of serious incidents, 
and the percentage of students scoring advanced or proficient 
at each school.

In contrast to these schools, we looked 
at the success of the Penn Alexander 
School also located in the immediate 
geographic proximity. In 1998, the 
University of Pennsylvania, the School 
District of Philadelphia, and the 
Philadelphia Federation of Teachers made 
an unprecedented agreement to create 
this state-of-the-art university-assisted 
PreK-8 neighborhood public school in 
West Philadelphia. Penn Alexander serves 
nearly 550 students, in grades PreK-
8. The student body also reflects West 
Philadelphia’s rich ethnic diversity: seventy 
percent of students are of color, nineteen 
percent of Penn Alexander students are 
international, and 19 percent are from 
families affiliated with Penn (e.g., children 
of University faculty, staff, and students).

Penn Alexander’s instructional practice is built 
upon the best available educational research 
and a rich core of classroom and school 
experiences that draws upon the diversity of 
cultures and contexts to which students have 
been exposed. The strong academic program 
gives students access to specialized programs 
in art, music, and technology.  Since its 
establishment, Penn Alexander has earned 
a reputation as one of the top elementary 
schools in the City -- more than 80 percent 
of its students perform at or above grade level 
in reading and in math on state-mandated 
academic assessments. 

Are there attributes of the Penn Alexander 
School that lead to its success and that 
can be replicated at Lea, Wilson, and 
Comegys?  More specifically, given the 
proximity of the schools, what community 
resources can be leveraged to make 
these school more equitable in their 
educational outcomes.

See Full Size Documents on Pages 35-79
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The Role of the Project Director

The Role of the  
Project Director

From the inception of the project, the partners 
responsible for securing the Innovation Fund Grant 
(Philadelphia Federation of Teacher, representatives 
from the Netter Center for Community Partnerships, 
and representatives from the School District of 
Philadelphia) recognized the importance of having a 
dedicated person responsible for implementation of the 
grant. This project manager would carry out the duties 
and responsibilities of the initiative – supporting the 
creation and implementation of the school-based teacher 
teams, ensuring that the teacher teams begin 
to effectively link with existing resources, 
facilitating the cultivation of new resources 
and partners, and supporting work across 
the teams so that the work is done in the 
neighborhood context as well as the school context.

It was, therefore, agreed that a full time 
Project Manager would be hired whom Dee 
Phillips and Linda Harris at the PFT would 
directly supervise.  Because this person would 
be working not only with and within the 
schools involved in the project but also with 
the community partners, local universities, the 
school district, and other invested groups, it was 
clear that the person would need to be available 
outside regular school day hours and at various 
hours depending on the day and the duties.

Originally this position was to be funded through 
the Innovation Fund, but because of the selection 
process, the particular candidate chosen, and the 
advocacy of President Jordan, the salary was made 
an in-kind contribution from the School District 
of Philadelphia. 
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The Duties of the Project Director

The Duties of the  
Project Director

The direction of any project or grant requires a certain set 
of general skills and, because of the nature of this project, 
certain specific skills were also necessary. The director would 
need three major strengths – the ability to manage and 
administrate, a strong background in educational leadership, 
and the skills to connect and communicate with vast arrays of 
people. We were able to find an advanced doctoral student at 
the University of Pennsylvania in the Educational Leadership 
department who had been an educator in the School District 
of Philadelphia for over five years and whose research revolved 
around the intersection of schools and community.  In 
interviews, he exhibited a strong ability to communicate 
effectively with the various partners and shared a vision for 
the project that aligned with that of the PFT. He also had the 
advantage of being connected with the three organizations 
at the heart of the grant – the Philadelphia Federation 
of Teachers, the School District of Philadelphia, and the 
University of Pennsylvania.

Brandon Miller was hired in March of 2010 as the Project 
Director for the Philadelphia Federation of Teachers’ 
Innovation Fund Grant. While this was originally meant to 
be a position funded by the grant itself, over the summer it 
was negotiated with the School District that, as an in-kind 
contribution to the grant, Brandon would retain his position 
with the district and be put on special assignment.  

Several things about the role of the project director became clear 
early on: while he was considered a teacher on special assignment 
and, therefore, subject to all the contractual mandates of a teacher 
in the school district, Brandon’s schedule would require more 
flexibility than that of a classroom instructor. His meetings with 
school based teams, administrators, community groups, potential 
school partners, and other invested groups required him to keep 
irregular, often after-school hours and many weekends. He would 
have to establish and maintain a presence at the schools involved 
with the grant, becoming a de-facto member of their faculties – 
sitting in on meetings, become a part of various teams, and offering 
services to allow them to increase their community involvement.

Because there were so many moving parts, one of the main 
goals of the project director was to ensure sufficient and 
continual communication between the disparate parties.   

This meant conducting regular meetings with school-based 
teams, facilitating or participating in meetings between school-
based teams and current or potential community partners, 
and initializing meetings with community groups who could 
be an asset to the work of the school.

The position also required a great deal of educational leadership.  
At the heart of the grant was the combination of two theoretical 
frames – that the distribution of leadership within a school 
setting and the purposeful and deliberate focus on community 
engagement and partnerships would ultimately enhance the 
schools’ achievement. This meant that the first year of the work 
required a series of professional developments to introduce 
participants to the concepts of distributed leadership and 
community schools. The project director became responsible 
for developing and presenting the appropriate professional 
development  both on a day-to-day basis and in more 
concentrated doses such as a summer series of professional 
developments and sessions during off-school days.

The project director also established a relationship with the 
evaluation team. For our project we decided to work with the 
evaluation department at the Netter Center for Community 
Partnerships at the University of Pennsylvania for several 
reasons. The Netter Center had been integral in the writing of 
the initial proposal and, therefore, had first-hand knowledge 
of the goals of the grant and what type of evaluation would be 
necessary. The Netter Center also had a relationship with all 
of the schools in the grant and had already begun collecting 
other relevant data about student achievement to supplement 
some of the data that would be necessary to evaluate the work 
of the Innovation Fund grant. (See more about the evaluation 
component of the grant in the subsequent section).
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Rolling Out the Initiative

Finally, the project director would have to be able to speak 
about the project to various groups. This included presenting 
to teachers in schools, presenting to administrators across 
the district, speaking at conferences on community schools 
and distributed leadership, drafting articles for publication, 
producing informational materials, and generally being the face 

and voice of the project.  Perhaps most importantly, this person 
must create a strong rapport with the teams themselves.

Finding a director who can embody all these characteristics is 
a vital step in the process.  

Rolling Out  
the Initiative

One of the vital components of this grant was 
the genuine, committed collaboration between 
the Philadelphia Federation of Teachers, the 
School District of Philadelphia, the University 
of Pennsylvania and other local colleges 
and universities, and the West Philadelphia 
community. Our original plan for rolling out the 
project had to be pushed back several months 
due to contract negotiations between the school 
district and the union, but when we were able to 
begin the process we followed that original plan 
fairly closely.

Our first objective was to inform the established 
leadership about the goals of the project and 
actions that would be taken to achieve those 
goals. This was a meeting that was attended by 
representatives from the PFT (the President, 
Vice-President, special assist to the president, as 
well as the staffers who represented the schools 
involved), the School District central office (the 
associate superintendent for the district and the 
regional superintendents of the schools), the 
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Rolling Out the Initiative

University of Pennsylvania (representatives from the Netter 
Center, PCEL, and the Graduate School of Education), 
as well as the school principals. It was important that this 
initial meeting show the collaborative effort of the project 
and specifically the commitment of the parties to its success.  
It was also important that principals saw the commitment 
and the support of the School District to the project and, 
therefore, the presence of the regional superintendents of the 
each principal’s region was imperative.  

At this meeting the specifics of the grant were explained – 
what it would attempt to do, what the value-added would be 
for each school and principal, what would be asked of each 
school and principal, and a timeline for these activities. This 
was an opportunity for questions to be asked and answered 
by all the parties and expectations made explicit.

It was decided that across all the schools a uniform job 
posting would be distributed to staff members at all schools. 

The posting would explain the 
expectations for Distributed 
Leadership Team members, time 
commitments, compensation, 
and the selection process. The 
teams would consist of three to 
five members, chosen from all 
applicants with principals and 
the building committees of each 
school doing the selection.

This meeting took place in April 
and the timeline that emerged 
specified that the project manager 
would set up a meeting with the 
principals of each of the schools 
(and where available the union 
representative in the building) 
within the next two weeks. This 
meeting would establish a school 
specific time and method for 

See Full Size Documents on Pages 35-79
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Rolling Out the Initiative

informing the staff about the grant and soliciting staff to be a part 
of the distributed leadership team (in some schools this took the 
form of the project director speaking at a staff meeting, in others 
it was attending grade group meetings, and in others it was a 
much more individualized distribution of information). The goal 
was to have teams selected by the end of May in order to hold an 

introductory meeting before the end of the school year and have 
teams formed to participate in professional development over the 
summer. We were able to meet these goals and had teams formed in 
four of the five schools by May.

This first summer professional development series took place over 
two days in late August before the beginning of the school 
year and was attended by all the members selected to be a 
part of the Distributed Leadership teams from each school. 
The curriculum produced by [partner] The Penn Center 
for Educational Leadership for their distributed leadership 
project contained thirteen modules and for this initial 
professional development we utilized the first and second 
modules, “The Distributed Perspective” and “Developing 
Professional Communities.”

“The Distributed Perspective” is a module that introduces 
team members to the distributed perspective of leadership 
“which includes leadership practices as the central and 
anchoring concern; leadership practice as generated in the 
interactions of leaders, followers and their situations and 
how the aspects of the situation both contribute to defining 
leadership practice” (DL Curriculum Module Descriptions).  
This module is usually led by renowned scholar and 
Distributed Leadership expert, James Spillane. Because we 
were not able to secure him, James DeFlaminis served as 
the facilitator. “Developing Professional Communities” is a 
module that is led by renowned facilitator Ann Delehant.  
Its focus is on teaching team members about effective 
learning communities, building community and trust 
amongst teams, and tools for linking strong teams with 
strong learning communities.

The final day of professional development was also used to 
begin making a logistical game plan for the coming weeks and 
the beginning of Distributed Leadership work in each school.  

See Full Size Documents on Pages 35-79
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School-Based Community Resources and Responsibilities

FEDERATION of TEACHERS

p ft

1. Community Organization/Partner –  
 Identifies those partners that the school  
 already works with. This includes civic  
 groups, non-profits, University entities,  
 parent organizations, etc.

2. School-based contact – in some instances  
 there are people  specifically specified  
 as contacts for certain organizations,in other  
 instances there are simply people who serve  
 as contact informally.

3. Contact Information – How to  
 contact that formal or informal contact.

4. Function of the Service in the School –

Community  
Organization/  

Partners

School Based 
Contact

Contact  
Information

Function of 
Service in 

School

Philadelphia Federation of Teachers’
West Philadelphia University Assisted
School - Based Community Resources
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School-Based Community Resources and Responsibilities

5. Who is Affected – The assumption is  
 that all services in the school ultimately  
 affect the students, but which students  
 specifically? Grade specific?  
 Gender? Subject? 

6. Goals – What are the goals of the 
 partnership from the partners’ 
 perspective.  If the partnership is linked  
 to some grant, this may be a formal  
 grant requirement. At the other end of the  
 spectrum, it may simply be what a  
 particular volunteer or volunteer  
 organization hopes to get out of the  
 partnership with the school.

7. Quality Indicator – How does the partner  
 organization  and/or the school itself  
 determine if the partnership is successful  
 and in the best interest of those parties. 

8. Link to School Plan – Every school is  
 required to author an annual school  
 plan. How are the services provided by  
 this partner connected to the official  
 school plan?  

Who is 
Affected?

Goals Quality 
Indicator

Linked to 
School Plan
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Distributing Leadership & Exploring Connections for Community Engagement

Distributing Leadership 
and Exploring Connections 
for Community Engagement

The first step in addressing the engagement that each 
school had (and could have) with the West Philadelphia 
community was assessing the engagement that was already 
in place. Together with the Netter Center and other 
community schools resources, we developed and began 
filling out an asset map that we, as a team, completed for 
each school.  

 1. Community Organization/Partner – Identifies   
 those partners that the school already works with.  This  
 includes civic groups, non-profits, University entities,   
 parent organizations, etc.

 2. School-based contact – in some instances there are people  
 specifically specified as contacts for certain organizations, 
 in other instances there are simply people who serve as   
 contact informally.

 3. Contact Information – How to contact that formal   
 or informal contact.

 4. Function of the Service in the School – 

 5. Who is Affected – The assumption is that all services  
 in the school ultimately affect the students, but which   
 students specifically? Grade specific? Gender? Subject? 

 6. Goals – What are the goals of the partnership from   
 the partners’ perspective. If the partnership is linked   
 to some grant, this may be a formal grant requirement.   
 At the other end of the spectrum, it may simply be   
 what a particular volunteer or volunteer organization   
 hopes to get out of the partnership with the school.

 7. Quality Indicator – How does the partner organization   
 and/or the school itself determine if the partnership is   
 successful and in the best interest of those parties.  

 8. Link to School Plan – Every school is required to 
 author an annual school plan. How are the services 
 provided by this partner connected to the official   

 school plan? (see graphic on pages 14 and 15)  

We used the first month of the school year to collect as 
much of this data as possible and compiling it.  We then 
presented these asset maps to the rest of the staff the 
professional development session in October, inviting the 
rest of the staff to add any information that they may be 
aware of.  We also added a survey with the charts to collect 
feedback from whole staffs about the roles of the various 
organizations from their perspectives.

In some schools the various sections of the graph were 
readily known (the partnerships, appropriate contacts, etc), 
but in many cases the school staff was only aware of partial 
information such as the name of an organization or what 
some group did occasionally.  In these cases the team became 
“investigators” who had to seek out the information that 
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Distributing Leadership & Exploring Connections for Community Engagement

would complete the graph for any specific partnership in 
the school.  Often this also meant having short meetings 
(often informal) with people in the building to find out 
some of the information. These meetings also provided an 
opportunity for distributed leadership team members to 
speak more with their colleagues about the work they were 
attempting to do.  

Simultaneously, the project director was taking advantage of 
this time to also connect with other service organizations to 
explore what they could potentially bring to the table. Again, 
the Netter Center had established connections with many 
such organizations in West Philadelphia and they served as a 

springboard for mapping the assets of the community at large. 
Using a version of the asset map being used by the distributed 
leadership teams in the schools, the project director began 
meeting with various community based and community 
serving organizations. From medical services (such as the Penn 
School of Medicine, School of Dental Medicine, Children’s 
Hospital, and local health centers) to social services (such as 
LIFT Philadelphia, Intercultural Family Services, Enterprise 
CDC, The Consortium, Sustainable Communities Initiative, 
Greater Philadelphia Urban Affairs Coalition) to education 
services (Educationworks, Center for Literacy, Philadelphia 
Reads, OMG Center for Collaborative Learning, and 
ACHIEVEability) to cultural services (Please Touch Museum, 
Arts and Spirituality Center, West Park Cultural Center, Big 
Picture Alliance, Scribe, and ArtsRising) to local religious 
organizations, a plethora of local service groups were brought 
into the fold.  

One invaluable resource was the monthly community 
meeting organized by Penn’s Office of City and Community 
Relations. Each month representatives from innumerable 
local government, civic, and social organizations as well as 
concerned and interested citizens came together to share 
local activities, endeavors, opportunities, request, resources, 
services, and any other local news. From block captains 
to park presidents to city councilmen/women to state 
representatives, these meetings offered an opportunity for 
all from West Philadelphia to meet and share. Much of the 
information disseminated at these meetings was taken back 
to schools, but the more valuable results were the personal 
connections for the schools.

By the summer of year two, the distributed leadership 
teams and the project as a whole began to have a clearer 
understanding of how to achieve our goal of increasing the 
engagement of the schools with the surrounding community 
and how to work across schools to share and maximize 
community based resources. Teams had completed an 
iteration of asset mapping, assessing of needs, early stages of 
meetings and connections, evaluation and data collection, 
and preliminary brainstorming for the next stage of work.

Leading into the summer the teams discussed what types 
of professional development and training would be most 
beneficial. As stated earlier, the curriculum produced by 
[partner] The Penn Center for Educational Leadership 
for their distributed leadership project contained thirteen 
modules, two of which we had utilized in the previous 
summer’s introductory professional development.  
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Distributing Leadership & Exploring Connections for Community Engagement

Several of the other modules focused on distributing 
leadership for the purpose school-based academic 
instruction, as opposed to our focus of distributed leadership 
for the purpose of improved community engagement. We 
decided not to use these modules. Instead, we supplemented 
those that were important to our purpose with some 
other training that was obviously important to the teams.  
Beginning on July 7, we held a series of four professional 
developments – each open to all teachers at the five schools 
involved in the grant and required for all members of the 
distributed leadership teams.  

We began with a session on “The Community School 
Concept” that explored the different avenues that schools 
had taken to become community schools and looking at 

what our schools were doing and what they could learn from 
others. Led by Sarah Jonas of The Children’s Aid Society 
in New York, this session assisted the teams in creating 
a common vocabulary, identifying core concepts, and 
planning school-based action steps. 

The second session was on “Building Bridges and 
Connections” and was facilitated by Dr. Harris Sokoloff – a 
longtime leader of civic engagement in West Philadelphia.  
The session presented the teams with a multi-faceted 
understanding of concepts and practices for engaging 
different community stakeholders from parents and 
community members to students. The teams learned 
different engagement practices and how to apply them 
inside as well as outside of their schools.

We invited Debbie Rubinsky, a well known teacher in the 
School District of Philadelphia who had been a member 
of a very successful school-based distributed leadership 
team, had been through the PCEL Distributed Leadership 
training modules, and had become an expert on several of 
the modules, to lead the third session on “Teamwork and 
Conflict Resolution.” The session focused on learning the 
types of conflicts and approaches to managing conflict in an 
effort to obtain cooperation in attaining goals.

The final session was led by John DeFlaminis, the director 
of the University of Pennsylvania’s Center for Educational 
Leadership and the Distributed Leadership program that 
it supported. Dr. DeFlaminis facilitated a discussion of 
“Motivation and Leadership,” focusing on understanding the 
elements of motivation, how each of those elements can be 
managed in a school setting, and the connections between 
the elements of motivation, motivating colleagues, and 
functioning as a distributed leadership team.
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Focusing the Initiative-Transitioning from Planning to Action

In addition to these formal professional development sessions, 
the teams met on alternate weeks to work on the practical 
side of implementing the things that were being learned into 
the school plan. These meetings were often attended by two 
advisors – Dr. James Lytle and Dr. Judy Brody.  Dr. Lytle 
and Dr. Brody are both professors in the Graduate School 
of Education at the University of Pennsylvania and both 
had served as leaders in the School District of Philadelphia.  
Because both left longstanding reputations for their innovative 
efforts at community engagement, they were able to offer 
their insight into some of the practical applications of the 
information obtained at the professional development 
sessions. The distributed leadership team members had 
universal praise the professional developments sessions and  
the intermittent meetings.  

The summer culminated with a very important planning 
and budgeting meeting held the week before school began.  
This meeting was used to review and re-set our goals – both 
immediate and for the year.  This was also the time for 
the teams to collectively look at the budget we would be 
anticipating for the third and final year of the grant and 
plan how best to use the funds to continue the positive work 
from the previous school year as well as accomplish the new 
goals that were being set. Looking at the data collected in 
the spring, the trainings attended over the summer, and the 
knowledge from the past year, the distributed leadership teams 
began planning the third year.

Focusing the Initiative 
– Transitioning from 
Planning to Action

While the summer of year two was viewed as very successful, 
it also brought about many changes to the PFT’s approach 
to continuing to work on the grant.  Under the direction 
of President Jordan, we decided to focus our attention on 
delving deeper into the positive and successful work that 
had been resulting at the three elementary schools. Our 
progress at one of the high schools continued to be blocked 
by fluctuation of administrators and staff as well as changes 
in the school district’s approach to managing the school. 
Instead of pursuing a third year of attempts at inroads, we 
decided to shift our focus away from that school. The second 
high school was still involved but the summer had brought 
similar, though less severe, changes there as well. Compared 
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Focusing the Initiative-Transitioning from Planning to Action

to the progress we had made at the three elementary schools, 
the work at the second high school had also stagnated. So 
we entered the third year planning sessions with strong plans 
for moving the elementary schools forward and maintaining 
some involvement of one of the high schools.

In addition to changes in the schools, the School District 
of Philadelphia as whole was experiencing a great deal 
of change. Continued budget issues had led to massive 

lay-offs. The strategic plan for the district called for under-
performing schools to change management which had the 
domino effect of leading to staff movement, lay-offs and 
re-hires, and conversion to charter schools. While most of 
our schools were not directly affected by these changes, some 
distributed leadership team members were moved from our 
schools and a general feeling of confusion was prevalent 
throughout all schools in the district. By the start of the 
school year, the current superintendent, Arlene Ackerman, 
had stepped down, leaving many questions as to the future 
of her initiatives and how this transition would further 
affect schools and students. It was in this climate that the 
Distributed Leadership Teams forged ahead and began 
planning for the new school year.  

One of the most consistent conclusions that each of 
the teams arrived at was a need to more uniformly and 

systematically involve parents and community members 
in the school. At the planning meeting for the 2011-2012 
grant year the distributed leadership teams decided to put 
those plans into action. By looking at the data from parent 
focus groups the previous spring, we decided to combine 
the inroads we had made with community groups with the 
capacity to connect parents and communities with services. 
In addition to continuing the leadership duties they had 
taken on in the previous year, the growing distributed 

leadership teams would take on the additional 
responsibility of organizing and presenting 
resources to parents and community members 
through “Parent and Community Resource 
Centers” that would be located at each school.  

The Parent and Community Resource Centers 
would serve as a hub for the various information 
and community opportunities for parents and 
community members that the teams had become 
aware of. While some aspects of the center would 
be school specific, other things would be organized 
across schools and focus on the neighborhood 
context that was emphasized in the original grant 
proposal.

It was decided that all the resource rooms would 
operate a minimum of five hours a day for each 
day that school was in session (this excluded 
holidays or other days that the school building 

would be closed, but included professional development 
days when staff would be on the premises). The specific 
hours of operation would be up to the school and could vary 
from during school to before or after school or even some 
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Focusing the Initiative-Transitioning from Planning to Action

combination of the both. We recognized the importance of 
schools having the flexibility to determine the hours, but 
also encouraged schools to adopt hours that varied to best 
allow parents and community members who have different 
schedules the ability to take advantage of the opportunities 
being offered.  

The distributed leadership teams, working with school staffs 
and each other, would organize at least one monthly themed 
meeting at the schools for parents and community members.  
As diverse as the community entities working in 
West Philadelphia, these meetings ranged from 
“Understanding CSAP, IEP, and other important 
school processes” in October with school 
counselors and school district representatives; 
“Staying Warm in Winter” with Philadelphia Gas 
Works (where we signed community members up 
for winter gas grants); as well as “Learning your 
Computer” a computer literacy workshop. Other 
sessions included focus on community health, 
job opportunities and preparation, continuing 
education opportunities, and legal services. In 
addition, all three schools hosted topic-specific 
“chat and chews” regularly.  

Each resource room was designed to be a 
welcoming space for parents and community 
members to come, work, learn, and fellowship. All 
of them were equipped with computers (principals 
found computers in their schools to put in the space), 
printers, fax machines, and a myriad of important literatures 
about the school, the school district, the community, flyers 
for events, and anything else deemed pertinent. From the 
grant, we provided printers, ink, paper, and a few other 
office supplies. Occasionally the distributed leadership teams 
would need other supplies such as resume paper and we also 
would accommodate as best as possible. 

The resource room also became the hub for organizing parent 
and community volunteers working in the school. One of the 
obstacles to fulfilling the goals of the grant in the previous year 
(of connecting the community to the school) had been allowing 
access to community members. The distributed leadership team 
had located opportunities for parent and community members 
to help in various capacities within the school – from assisting 
in classrooms to greeting students and visitors to helping during 

lunch and recess. One of the duties associated with the resource 
room was working with the school staff to coordinate school 
volunteers. We used the grant to budget for 30 clearances for 
each school that would be necessary for the volunteers. In 
Philadelphia this included a child abuse clearance, a criminal 
record clearance, and an FBI background check (for those 
volunteers who did not have children in the school).  

Because communication and dissemination of information 
had also been an area identified as needing improvement, the 

creation of a monthly newsletter and calendar of events also 
were funneled through the resource rooms. The distributed 
leadership teams took the responsibility of collecting the 
information for the monthly newsletter and ensuring that 
each teacher and students received it. This way information 
was more readily available to all invested parties in the school.

Finally, the distributed leadership teams worked to connect 
the work being done in the resource rooms with the work 
being done in classrooms by presenting at professional 
developments, surveying teachers and staff about what 
information needed to be communicated between parents 
and staff, and by organizing opportunities for parents and 
staff to participate in cooperative conversations.
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Focusing the Initiative-Transitioning from Planning to Action

Both years we held a “PSSA Palooza” that serves as an 
illustration of what successful collaboration and integration 
of teachers, parents, school staff, community members, 
community organizations, and students can look like. 

The Pennsylvania System of School Assessment is 
Pennsylvania’s annual state high-stakes, standardized test.   

It is hugely important to schools and school leadership often 
goes to great lengths to ensure students do as well as possible.  
Understanding the importance of the test, the distributed 
leadership teams decided to use the occasion to combine 
some of our goals with those of the schools by sponsoring a 
day of education, information, and fun.

For the “PSSA Palooza” all three of the elementary schools 
met at one school (the first year if was held at Comegys 
Elementary and the second year at Wilson Elementary).  
Students in tested grades were invited along with their 
parents and other community members. Teachers from each 
of the schools were in attendance and led PSSA-centered 
games such as Reading Jeopardy, Math Bingo, Open-Ended 
Response Jigsaw, and PSSA terms crosswords.  

It was decided that all the resource rooms would operate a 
minimum of five hours a day for each day that school was 
in session (this excluded holidays or other days that the 
school building would be closed, but included professional 
development days when staff would be on the premises).  
The specific hours of operation would be up to the school 
and could vary from during school to before or after school 
or even some combination of the both. We recognized the 
importance of schools having the flexibility to determine 
the hours, but also encouraged schools to adopt hours that 
varied to best allow parents and community members who 
have different schedules the ability to take advantage of the 
opportunities being offered.  

The distributed leadership teams, working with school staffs 
and each other, would organize at least one monthly themed 
meeting at the schools for parents and community members.  
As diverse as the community entities working in West 
Philadelphia, these meetings ranged from “Understanding 
CSAP, IEP, and other important school processes” in 
October with school counselors and school district 
representatives; “Staying Warm in Winter” with Philadelphia 
Gas Works (where we signed community members up for 
winter gas grants); as well as “Learning your Computer” a 
computer literacy workshop. Other sessions included focus 
on community health, job opportunities and preparation, 
continuing education opportunities, and legal services. In 
addition, all three schools hosted topic-specific “chat and 
chews” regularly.  
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Each resource room was designed to be a welcoming space 
for parents and community members to come, work, 
learn, and fellowship. All of them were equipped with 
computers (principals found computers in their schools to 
put in the space), printers, fax machines, and a myriad of 
important literatures about the school, the school district, 
the community, flyers for events, and anything else deemed 
pertinent.  From the grant, we provided printers, ink, paper, 

and a few other office supplies. Occasionally the distributed 
leadership teams would need other supplies such as resume 
paper and we also would accommodate as best as possible. 

The resource room also became the hub for organizing 
parent and community volunteers working in the school.  
One of the obstacles to fulfilling the goals of the grant in 
the previous year (of connecting the community to the 
school) had been allowing access to community members. 
The distributed leadership team had located opportunities 
for parent and community members to help in various 
capacities within the school – from assisting in classrooms 
to greeting students and visitors to helping during lunch 
and recess. One of the duties associated with the resource 
room was working with the school staff to coordinate school 
volunteers. We used the grant to budget for 30 clearances for 
each school that would be necessary for the volunteers. In 
Philadelphia this included a child abuse clearance, a criminal 
record clearance, and an FBI background check (for those 
volunteers who did not have children in the school).  

Because communication and dissemination of information 
had also been an area identified as needing improvement, the 
creation of a monthly newsletter and calendar of events also 
were funneled through the resource rooms. The distributed 
leadership teams took the responsibility of collecting the 
information for the monthly newsletter and ensuring that 
each teacher and students received it. This way information 
was more readily available to all invested parties in the school.

For the “PSSA Palooza” all three of the elementary schools 
met at one school (the first year if was held at Comegys 
Elementary and the second year at Wilson Elementary).  
Students in tested grades were invited along with their 
parents and other community members. Teachers from each 
of the schools were in attendance and led PSSA-centered 
games such as Reading Jeopardy, Math Bingo, Open-Ended 
Response Jigsaw, and PSSA terms crosswords.  

While students engaged in these games, a program for 
parents and community members was held. The program 
began with an introduction to the PSSA by a School District 
representative that explained what the PSSA was, why it was 
important, how the test was used, and any other questions 
people had.  

The second presenter was from the Urban Nutrition Initiative 
and they spoke about healthy eating habits, especially as it 
pertained to making sure students were well nourished for 
testing. Along with this presentation, gift cards to a local 
grocery store were raffled off to encourage parents to stock up 
on some of the nutritional items discussed in the presentation.  
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The third presenter was a school psychologist from one of 
the schools who discussed student mental health, especially 
as it pertained to test-taking. She offered suggestions for 
what parents could do to help their children during the 
stressful time of testing. She also presented information 
about local organizations (many whom the schools were now 
partners with) who offered services related to mental health 
for students and families.  

Finally, some of the staff involved with the Parent and 
Community Resource Rooms spoke about the opportunities 
that were available around volunteering and working with 
the school. They offered a preview of some of the upcoming 
workshops and meetings.

After the class for the students and the information sessions 
for the parents, everyone came together again for a craft 
activity and lunch. For the craft, we had the students 
design “smarty pants” – a simple construction of a pair of 
construction paper pants. We then provided each student 
with pencils, an eraser, a highlighter, a roll of smarties candy, 
and a motivational bracelet.

At the end of each year, the PSSA Palooza is cited by the 
teams, the administration, the staff, the parents, and the 
students as one of the most successful events of the year.

A Note About 
Communication  

Throughout the entire process there were several areas that 
the teams identified as being particularly important to 
ensuring the success of the project. Effective communication 
was reiterated over and over: 

 1. Communication amongst team members – we   
 learned early on that we needed to set up an effective of  
 talking to each other.  This took the form of an e-mail   
 list and list serv. Questions about activities, questions  
 about processes, questions about particular groups   
 working in schools, and any other questions team  
 members had were sent to the entire group through 
 e-mail. Ultimately, a google doc was created for each   
 school where team members could upload and edit 
 information about events at their school for everyone to see.

 2. Communication with administration – team   
 members noted that most principals had a presence in   
 the activities that were brought to them, but had very   
 little role in monthly meetings and regular 
 correspondences. This was another area of 
 communication that was important and could have   
 been strengthened.

 3. Communicating with parents and community 
 members – the creation of the resource room did wonders 
 to synthesize communication in this area. This space 
 became the communication hub for disseminating 
 information to parents.
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The Role of Data and Data Collection

The Role of Data and 
Data Collection

We understood from the inception of this project that it 
would be important to measure and evaluate the impact that 
the distributed leadership process had on the success of the 
school and partnership that support teaching and learning. 
As stated earlier, we decided to work with the evaluation 
department at the Netter Center for Community Partnerships 
at the University of Pennsylvania for several reasons. The 
Netter Center had a relationship with all of the schools in the 
grant and had the institutional capacity necessary to collect 
relevant data about student achievement necessary to evaluate 
the work of the Innovation Fund grant and beyond, once 
funding ceased. The intended impacts of this project would 
not be immediate so would require longitudinal evaluation 
and continual monitoring. The Netter Center had also been 
integral in the writing of the initial proposal and, therefore, 
had first-hand knowledge of the goals of the grant and what 
type of evaluation would be necessary.  

In our original grant proposal we determined that evaluation 
would specifically look at the impact of the distributed 
leadership model in the following five areas:

	 •	Improved education (School District Performance   
 Targets, “employability,” college- going/post-secondary   
 graduation rates, college attendance and graduation  
 rates, employment rates, critical thinking/higher  
 order learning among students, school climate/   
 safety, quality of school options, pipelines that support   
 the integration of preK-post-secondary learning,  
 STEM learning opportunities, informal and lifelong   
 learning opportunities for youth and adults, after  
 school supports, literacy rates, higher academic  
 achievement, improved student behavior, etc.)

	 •	Improved human health (life expectancy, infant   
 mortality, pregnant women care/complications,  
 asthma, blood lead levels, obesity/underweight/healthy   
 BMI, immunization coverage, chronic disease,  
 HIV/AIDS, tobacco/alcohol/drug use, dental care,  
 nutrition, physical activity, mental health,  
 development, etc.)

	 •	Improved environmental health (environmental   
 contaminants in the home, pollution/wastes, use  
 of solid/biomass fuels, lead-gas use, green space,  
 community infrastructures, access to quality  
 education, afterschool/out-of-school care and  
 facility use, safety, social & public services, health  
 care, nutritious food sources, physical and social  
 recreation opportunities, appropriate supports for  
 local demographics, etc.)

	 •	Increased and improved civic engagement and   
 partnerships between School & community (focus   
 intellectual resources and problem-based learning on  
 local need/social change, increase focus and capacity  
 to engage in meaningful partnerships, increase  
 generalizable knowledge and access to such knowledge  
 to broader audiences, promote flexible modeling to  
 allow for unique DLTs and UACS to emerge that meet  
 both the “universal” and “specific” needs of particular   
 schools, communities, etc.) - This is both a goal and a   
 process for achieving the first three goals.

	 •	Improve economic health (for individuals,   
 communities, and city; employment, particularly  
 in career ladders and jobs with benefits; etc.) 

Working with the full time evaluator at the Netter Center, 
a plan for sustaining ongoing collection and analysis was 
created.  This plan required, first, that a database be created 
that would be able to house all the data collected and offer 
an intuitive mechanism for accessing and cross-referencing 
the various components being evaluated for many different 
interested groups (the PFT, the Netter Center, schools, 
administrators, teachers, invested community members, 
and on). So, in the first year of the grant a custom relational 
database was successfully designed to support the long-
term needs for partner schools to work with rich data. The 
University of Pennsylvania’s School of Arts and Sciences 
Information Security and Computing worked with the 
evaluation team at the Netter Center and the Project 
Director to insure all data stored during and beyond the 
project would follow the appropriate protections while also 
permitting approved partners to access basic data across 
a school site in order to support improved collaborations 
within and across sites. The database has the capability
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to be populated with existing and future data and is fully 
customizable so DLT members can add fields as needed over 
time.  Refinements can be made based on use and partner 
feedback, but the database allows for the generation of 
custom reports specifically aligned to the needs of partners.  

Ultimately, the system enables partners to track every 
student individually and log the various programs and 
activities/opportunities each student participates in.  It will 
include the District’s student records (provided for quality 
improvement evaluation use only, unless permissions are 
secured for reuse) as well as our partners’ student records 
(as provided) and Penn-program participation over time. 
It accommodates ongoing customization of fields without 
limitation, to allow each site the ability to log data as needed 
– so that schools and partners may track activities during 
the school day, after school, summer, and even beyond high 
school.  In addition, data may be tracked which include 
but are not limited to academic, college, career, health, 
social, cultural and recreational fields.  The possibilities 
are limitless, and data analysis pulled from the database 
can aggregate outcomes based on activities that include 
participation in small groups, classrooms, and school-wide 
activities. It has been designed for maximum flexibility in 
terms of structuring queries to allow for future reporting 
requirements and school-driven evaluation of activities.  
Supported by the university, as an anchor institution, and 
maintained by the Netter Center, the database will also 
document a rich history of DLT and community partner 
activities that allows for new and returning teachers 
and staff to quickly identify the existing resources, gaps 
in service, and build upon the work started from this 
project to support improved teaching and learning from 
year-to-year at each school well into the future.

Over the course of the next two years of the grant, we 
implemented a two-tiered data collection and analysis 
plan that would allow us to put the database into use and 
evaluate the project, as well as monitor issues related to 
sustainability.  The first tier focused on ongoing formative 
evaluation and process documentation data.   
This included:

 a. Documenting the current partnerships being   
 utilized in the targeted schools by University and   
 community affiliates alike; determining the most  
 appropriate manner of evaluating the successes and  
 barriers of these current partnerships as they pertain to  
 the goals of the grant (including introductory surveys as  
 well as individual interviews with partnership personnel)

 b. Conducting document analysis of meeting agendas   
 and minutes, fliers, key correspondence, curriculum  
 for workshop and orientation sessions, as well as  
 ongoing reflections from the project director and  
 senior leadership team of the PFT, Penn and SDP.

 c. Generating periodic reports to create a permanent   
 record of project activities, successes, challenges, and   
 unanticipated factors that emerge along with provide  
 an opportunity to seek feedback about the accuracy of  
 the documentation produced. 

The second tier focused on Summative and Outcome 
Evaluation, much of which was collected through qualitative 
methods such as surveys, interviews, and focus groups.  This 
included data pertaining to the initial trainings for the school-
based Distributed Leadership teams, which entailed workshops 
throughout the school year and summer as well as scheduled 
professional development and meetings.  We evaluated:
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 d. The usefulness of these trainings through post-training,  
 feedback surveys. 

The establishment of Distributed Leadership teams in the schools 
allowed us a dedicated group to collect data on:

 e. The current partnerships within the schools through the  
 use of created tools, including information on whom each  
 partnership affects and targets, how it is organized, how  
 it’s connected to a school plan, and its methods of   
 communicating these alignments with the school.  
 (see the Asset Maps in the Documents Section)

 f. The partnerships within each school, and across sites.  

 g. The knowledge level and usefulness of partnerships to the  
 staff at their respective school. 

The Distributed Leadership teams also allowed a dedicated, school-
based body to evaluate the partnerships within the school and 
across sites.  This was supported in the following ways:

 h. At the final Year 3 DLT meeting, the Asset Maps were  
 revisited and revised with all partnerships entered into the  

 database by the DLTs so teams could have easy access to  
 the information and share information across schools.

 i. Track and document the activities of current partnerships  
 at an individual level and utilize evaluation reports to  
 determine how new partners can and should fit into the  
 established plans and goals of the school.

Under the direction of Dr. Suess and the Netter Center and 
Graduate School of Education at Penn, longitudinal and 
comprehensive evaluation of the partnerships will continue to assess 
impacts on school-wide outcomes, overall community health, safety, 
and employment.  In addition, partnership sustainability will be 
supported by ongoing formative evaluation beyond the life of the 
grant, with findings being used to continually monitor and improve 
the university and community school relationships as various context 
change (such as personnel and leadership transitions, policy reforms, 
etc.)  With increased partnerships and communication between 
teacher leaders and administrators at each site and the university, 
engendered in part by the establishment of the DLTs and Innovation 
Fun support, a strong foundation was built to continue improving 
this project over time and support information sharing across 
institutions and schools.
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Lessons Learned

1. One major difference between our approach to this grant 
and the other models of distributed leadership that were 
used as a basis for our project was the voluntary aspect for 
participating schools. In writing our grant we selected the 
schools that would be involved based on a geographical 
proximity to one another and to a great hub of institutions 
of higher learning. However, by selecting the schools, as 
opposed to having schools elect to be a part of the grant, 
we perhaps imposed upon them in a way that may have 
appeared less than collaborative. In future iterations of this 
project, we would find a way to approach schools prior 
to the articulation of the grant to insure the support and 
involvement of the school.1 

2. Because our initial focus was getting the initiative off 
the ground, we wanted as much participation from staff 
as possible. The number of applicants only exceeded the 
five-person limit at one school so we ended up selecting 
all applicants. This also meant it was not necessary to hold 
“interviews” of perspective distributed team members. The 
trade-off was we ended up having people on some of the 
teams who were not particularly suited for the work.  

In the future, we would probably hold official 
interviews regardless of the number of applicants – if 
not for limiting purposes, in order to make sure those 
selected have a clear understanding of the individual 
responsibilities and we have assurance that their 
expectations match ours.

3. Every principal is automatically a member of the 
distributed leadership team. However, because of our desire 
to make sure that this process was value-added to schools 
and not seen as another obligation that principals had to 
put on, we did not “mandate” a certain level of participation 
from principals. This meant that some principals were very 
involved with the teams while others simply gave it their 
stamp of approval. Across schools, the relationship between 
the principal and the rest of Distributed Leadership Teams 
was a key factor in their success within the school. When 
the principal viewed the distributed leadership process as a 
resource, the teams operated much more smoothly within 
the school. When the principal didn’t, the teams faced more 
challenges. Every team had a different relationship with their 
school principal.
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Along with approaching schools before beginning the 
distributed leadership process with them, future iterations of 
this project would lay out the expectations for the principals, 
specifically, it would minimally mandate their attendance at 
meetings and require their support for the process as a whole.

4. As a new initiative that was rooted in the idea of collaboration, 
we began with a very organic and democratic process of inclusion 
and selection and meeting. As a Union of Professionals, we take 
pride in this, but there were some things that, by year two, we 
recognized needed to be more firmly set. For example, how much 
involvement was needed from formal leadership, how often 
we would meet, when those meeting would be held, etc. These 
logistical concerns were made much more flexible in the first year 
as we attempted to get things off the ground and, ultimately, 
the work suffered. Some meetings would have certain members 
in attendance and not others. Future iterations of this project 
would more strongly establish and enforce some of the norms 
that would allow for gelling of the team.

5. There were many reasons that our relationship and collaborative 
vision with the School District of Philadelphia did not go as planned, 
the most significant one being shifts in administration. While 
the School District remained supportive of the work of the grant 
throughout the three year period (being welcome to communication, 
sharing resources when asked, and keeping the project director as an 
in-kind contribution), the grant would have benefited from a more 
explicit relationship with the District in which the grant was integrated 
with the other community engagement plans. In addition, a more 
consistent seat at the district table would allow the grant access and 
voice to the offices at the School District of Philadelphia that run 
professional developments, parent and community outreach, and any 
other pertinent offices. Not only would this allow greater change of 
integration into schools and sustainability of the work, but it would 
greater emphasize the districts commitment to the success of the 
initiative. Lastly, these disconnects along with delays in completing 
the database security review at the university, data-sharing agreements 
have not yet been finalized to allow partners to track all activities at 
an individual level in the database. This will be secured in the future, 
but for now only partner administrative data exists. Future iterations 
of this project would push to ensure that the project director has 
a consistent, direct contact at the School District and a seat at the 
District table as part of the District’s commitment to support the 
grant and data sharing needs.

6. Additionally, the following conclusions were drawn from the 
evaluation report completed after reviewing the data that was collected:

 a. Trainings should focus more on specific actions - the How -  
 of the work of the Distributed Leadership Team, and help  
 create action plans for teams to know what steps they need to  
 take to implement their ideas.

 b. The team members need additional structures put in place  
 about their specific roles and functions. Team dynamics  
 will certainly vary by team, so the established roles could also  
 vary based on the needs of the team. Having defined roles in  
 place may help address the issue of idea implementation, as well  
 as the feelings expressed regarding needing to be more pro-active.

 c. While communication styles vary, relying solely on   
 informal methods of communication appears to be one of  
 the reasons behind the challenges related to communication  
 between Distributed Leadership Team members. Deciding as a  
 team the methods and frequency of communication, with  
 facilitation from the project director, may be a way to establish  
 parameters or guidelines for the operation of the team.

 d. Use of professional development days was extremely   
 valuable. School-wide awareness of the Distribute Leadership  
 Team and PFT grant was largely determined by having school- 
 wide retreats or allotting time in the schedule of a professional  
 development day for the Distributed Leadership Team to share  
 with the school.  Finding ways to institutionalize this function  
 may be critical for continued operation of the Distributed  
 Leadership Teams, either by making staff retreats an annual  
 event or establishing regular agenda time for the Distributed  
 Leadership Team on professional development days.

 e. Because relationships are some of the most important things  
 in schools, it is important to have relationship-building  
 activities for everyone involved, including teachers, partners  
 and principals. Additionally, there should be support offered to  
 all relationships to encourage teaching, learning and working  
 together. This includes relationships between the schools, the  
 communities and the university and could include all working  
 on events together.

1We also recognize, however, that many of the schools experience changes in leadership and staff regularly.  Garnering the support of the current administration 
would not, necessarily, ensure we have the support of the administration when the project is implemented and certainly not for the duration of the project.  
Ironically, protecting against this inconsistency is one of the goals of the distributed leadership process.
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On these pages you will find templates and examples of documents that have helped us throughout this process.
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