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Module Overview 

The professional learning module (PLM) on coaching turnaround leader actions was developed 

collaboratively by the Center on Great Teachers and Leaders (GTL Center), the Center on 

School Turnaround at WestEd, Public Impact, and the University of Virginia Darden/Curry 

Partnership for Leader in Education. This module contains the materials designed to implement a 

work session that builds the knowledge and capacity of leaders and staff members from regional 

comprehensive centers (RCCs), state education agencies (SEAs), and within-state regional 

centers. The goals of the module are to develop understanding of the connection between 

turnaround leader competencies and the actions of successful turnaround leaders and to learn 

strategies for coaching and developing turnaround leaders.  

Staff members from these agencies may wish to modify and turnkey the work session based on 

this module for use with district leadership teams, principals, teacher leaders, or other roles. The 

duration, scope, and sequence of the work session may be customized to accommodate local 

needs and conditions. The entire work session is designed to take place during a 3-hour period 

but can easily be broken into smaller portions and accomplished during multiple sessions to 

accommodate participant time and availability.  

Materials 

The following materials are part of this module: 

Á Coaching and Developing Turnaround Leader Actions Facilitatorôs Guide, containing a 

sample agenda, facilitation notes, and facilitatorôs handouts 

Á Coaching and Developing Turnaround Leader Actions slide presentation 

Á Coaching and Developing Turnaround Leader Actions participant handouts 

All materials are available on the GTL Centerôs Professional Learning Modules website at 

http://www.gtlcenter.org/technical-assistance/professional-learning-modules. These materials 

may be used and adapted to fit the needs of the state context. To cite the content, please use the 

following statement:  

These materials have been adapted in whole or in part with permission from the 

Center on Great Teachers and Leaders, the Center on School Turnaround at 

WestEd, Public Impact, and the University of Virginia Darden/Curry Partnership 

for Leaders in Education. 

Work Session Goals 

This work session based on the Coaching and Developing Turnaround Leader Actions module 

has the following goals for participants: 

Á Understand the connection between turnaround leader competencies and the actions of 

successful turnaround principals and leadership teams. 

http://www.gtlcenter.org/technical-assistance/professional-learning-modules
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Á Learn strategies for coaching and developing turnaround principals and supporting 

implementation of key turnaround leader actions. 

Intended Audiences 

Participants: Stakeholders who would benefit from participating in a work session using this 

module may include leaders and staff members from RCCs, SEAs, and local education agencies 

(LEAs). All stakeholders supporting school turnaround leaders and district and school teams 

(e.g., superintendents, central office staff, district school board members, principals, teacher 

leaders, teacher association representatives, and other decision makers) likely will benefit and 

develop strategic action plans as a result of participation in a work session based on this module. 

Facilitators: Facilitators for a work session based on this module may include GTL Center staff, 

New Teacher Center staff, RCC staff, SEA staff, regional service agency staff, or other technical 

assistance providers. 
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Using This Facilitatorôs Guide 

This facilitatorôs guide provides suggestions for structuring the work session, notes on how to 

implement the suggested activities, and talking points to be used with the slide presentation. It 

also includes additional, in-depth content information for facilitators to use within their 

presentations or to offer to participants who are interested in deeper learning. 

Materials 

The following materials are recommended for the work session and associated activities: 

Á Computer for the Coaching and Developing Turnaround Leader Actions slide presentation 

Á Internet access for participants for the following activities: viewing tools and soft copy of 

Development Plan 

Á Projector and screen 

Á Name table tents (optional) 

Á Chart paper and sticky notes 

Á Adequate reserved space, time, and materials 

Á Tables arranged to support small-group discussions  

Á Necessary materials printed, including handouts and a card sort activity 

Preparation for Work Session Activities 

Prior to the start of the work session, prepare the following materials:  

Á Print copies for participants of: 

Å Turnaround Leader Competencies Handout 

Å Turnaround Leader Actions Handouts 

Å Teacher and Leader Interview Transcripts 

Å Blank Template of the Turnaround Leader Action External Review 

Å GROW Template 

Å Sample Leadership Development Plan  

Å Blank Template of the Leadership Development Plan 

Á Have soft copies available of: 

Å Blank Template of the Leadership Development Plan 

Á Prepare materials for activities: 

Å Turnaround Leader Actions Activity Handout; one set for every seven participants 

Å Card Sort Activity; one per table group 

Å Card Sort Activity Answer Key; optional for participants 
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Agenda Outline 

Table 1 provides a detailed outline of the agenda for the 3-hour work session. It includes timing, 

slide numbers, activities, and materials. This outline provides facilitators with a big-picture view 

of this workshop and the corresponding activities.  

Table 1. Detailed Outline of the Agenda 

Agenda Item Time Slides Activities Materials Needed 

Section 1. 

Introductions, Agenda, 

and Outcomes 

10 minutes 1ï8 Á Whip-around 

introductions 

Á Brainstorm of best 

development 

experience 

Á Presentation 

Á Agenda 

Section 2. Connecting 

Turnaround Leader 

Actions and 

Competencies 

50 minutes 9ï19 Á Activity 1: Connect 

Competencies and 

Actions 

Á Activity 2: Describe 

Turnaround Leader 

Actions 

 

Á Chart Paper and 

Markers 

Á Turnaround Leader 

Competencies 

Handout 

Á Turnaround Leader 

Actions Handout 

Á Turnaround Leader 

Actions Activity 

Handouts 

Section 3. Assessing 

Leader Actions 

40 minutes 20ï27  Á Activity 3: Turnaround 

Leader Action 

Assessment 

Simulation 

Á Teacher and leader 

interview transcripts  

Á Blank template of the 

external review 

Break 15 minutes    

Section 4. Coaching 

Turnaround Leaders 

35 minutes 28ï35 Á Activity 4: Coaching 

Simulation 

Á Activity 5: Card Sort 

Plus 

Á GROW template 

Á Card sort materials 

Section 5. Creating a 

Leadership 

Development Plan 

25 minutes 36ï40 Á Activity 6: Create a 

Leadership 

Development Plan 

Á Sample leadership 

development plans 

Á Blank leadership 

development plan 

template 

Section 6. Closing 

Reflections and Next 

Steps 

5 minutes 41ï49 Á Wrap-Up: Reflection  
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Script 

The following section is a slide-by-slide script that provides guidance to facilitators as they 

present the content and learning activities included in this work session based on this module. 

Reviewing the entire guide prior to facilitating the work session is highly recommended.  
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Coaching and Developing Turnaround Leader Actions 

Section 1: Introductions, Agenda, and Outcomes (10 minutes) 

Purpose: This section provides an overview of the work session, including the introduction of 

the presenters, introduction to the four partners, review of the agenda, and review of the program 

outcomes. 

The left column provides information for the facilitator for each slide during the presentation:  

Á The words in italics that follow ñFacilitation Noteò provide details for guiding the 

discussion.  

Á The words in quotation marks that follow ñExplainò are meant to be spoken aloud by the 

facilitator during the work session. 

Facilitation Note: Officially welcome the participants. 

Introduce yourself and fellow facilitators. Discuss your 

relevant background experiences to build participant 

confidence in your skills as facilitators. 

 

Slide 1  

Facilitation Note: Let participants know that the first 

section will include introductions, a review of the 

agenda, and outcomes for the work session. Explain 

that first, group members will learn more about each 

other and where we are headed with the work session, 

and then we will begin to discuss coaching turnaround 

leader actions. 

 

Slide 2 
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Explain: ñThe materials for this work session were 

developed collaboratively by the Center on Great 

Teachers and Leaders at American Institutes for 

Research, the Center on School Turnaround at WestEd, 

Public Impact, and the University of Virginia 

Darden/Curry Partnership for Leaders in Education. All 

four organizations are dedicated to promoting positive 

outcomes for underperforming schools and collectively 

have deep expertise in school turnarounds, great 

teaching, and school leadership. The GTL Center is a 

federally funded technical assistance center created to 

support state-led initiatives to grow, respect, and retain 

great teachers and leaders for all learners. This 

professional learning module and others can be found 

on the GTL Center and the Center on School 

Turnaround websites.ò 

 

Slide 3 

Explain: ñLetôs find out who is in the room. We will 

whip around and have each of you introduce yourselves 

with your name, your role, and the best professional 

development you have experienced.ò 

Facilitation Note: Summarize the themes that you hear 

about high-quality development. *Note: If you have a 

large group of participants, have them make 

introductions at tables instead of to the whole group. 

 

Slide 4  

Facilitation Note: Review agenda on slide.  

 

Slide 5 
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Explain: ñThere are two main outcomes with which you 

will walk away from this session: 

1. Understand the connection between turnaround 

leader competencies and the actions of successful 

turnaround principals and leadership teams. 

2. Learn strategies for coaching and developing 

turnaround leaders and supporting 

implementation of key turnaround leader 

actions.ò  

 

Slide 6 

Explain: ñTurnaround schools are unique in that 

turnaround leaders are expected to increase academic 

outcomes for students by making rapid, dramatic, and 

sustained improvements while simultaneously ceasing 

ineffective practices and building capacity in adults. 

Small, incremental adjustments, which may work in 

other settings, do not work in turnarounds. 

Therefore, school turnarounds require strong leaders 

with the right competencies, and also call for leaders to 

utilize certain actions. Use of the actions depends on 

the context, and understanding how to orchestrate 

influence can be a complex endeavor. Coaching helps 

develop competencies and increases the application of 

knowledge and skills. Therefore, it is critically 

important in the development and support of 

turnaround leaders.ò 

 

Slide 7 
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Explain: ñThe reality, however, is that even though we 

know that leadership development and coaching are 

critical in supporting turnaround school leaders, most 

principals and leadership team members receive very 

little development and coaching support.ò 

Facilitation Note: Ask participants the following 

question. After each question, allow participants to 

guess a percentage, and then show the statistic on the 

screen.  

- What percentage of new principals are still at their 

school after 3 years? 

- What percentage of funding for training programs 

goes to principals? 

Explain:  ñWe are asking turnaround principals to 

engage in complex work, but according to statistics like 

these, perhaps we are not fully supporting them, or any 

principals, in their endeavor. Not doing so leaves 

principals to fend for themselves, and that can lead to 

wasted effort. Introducing thoughtful coaching on the 

actions that matter is a way to support and develop 

these principals and leadership team members engaged 

in driving high-stakes changes. 

In the next section, we will walk through specific 

actions and competencies to which a district or state 

can align turnaround leader supports.ò 

Facilitator Background Information: With new Every 

Student Succeeds Act (ESSA) requirements to expand 

professional development to school leaders and 

administrators, it will be important that development 

and coaching, especially for turnaround leaders, is 

strategic and aligned to what is most needed in a 

turnaround setting. 

 

Slide 8 
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Section 2: Connecting Turnaround Leader Actions and Competencies 

(50 minutes) 

Purpose: The purpose of this section is to facilitate participant understanding of the unique 

actions that turnaround leaders utilize to transform their schools and how these actions are 

connected to the turnaround leader competencies. 

Explain: ñOur work today centers around the 

leader actions that research suggests are most likely 

to lead to a successful organizational turnaround. In 

case study after case study, successful turnaround 

leaders across sectors took similar actions as they 

tackled the complex job of leading a turnaround.  

Not surprisingly, leaders who exhibited these 

actions tended to also share some common, 

underlying competencies.  

In this section, we will share a theory of action, 

discuss the definition of a competency, and explore 

the relationship between competencies and actions.ò  

Slide 9 

Explain: ñWhat does it take to turn around 

achievement in a school that has been chronically 

low performing? With input from state and national 

leaders, the Center on School Turnaround came up 

with a logic model for successful school 

turnaround. Letôs review the logic model together.ò 

Facilitation Note: Walk through each column of the 

logic model. 

Explain: [Click to animate.] ñWithin the school-

based practices column, we see leader actions 

alongside other practices like turnaround planning 

and instructional practices. It is important to note 

that leadership vision and actions can drive the 

design and effectiveness of the other school-based 

practices.ò 

 

Slide 10 
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Explain: ñBased on this turnaround logic model, 

here is the turnaround theory of action: If  schools 

and districts hire great leaders and teachers with 

turnaround competencies and provide them with 

adequate autonomy, funding, and support, and if 

they implement effective school-based practices 

(including school leaders taking key actions), then 

leader and teacher effectiveness and student 

engagement, behavior, and learning will increase; 

and then student achievement, graduation rates, and 

college and career success will improve.ò  

Facilitation Note: Ask participants: ñDoes this 

theory of action work for you? What resonates? 

What questions do you have?ò 

Explain: ñThis theory of action acknowledges the 

importance of hiring and developing leaders with 

turnaround competencies and supporting them as 

they take actions necessary to succeed.  

The remainder of this section focuses on the 

connection between turnaround leader 

competencies and actions.ò  

 

Slide 11 

Explain: ñCompetencies are the underlying patterns 

of thinking, feeling, acting, and speaking that lead 

people to take specific actions.  

As you may have seen already in turnaround 

research or in the professional learning module 

series on turnaround leader competencies, 

organizational psychologists have identified dozens 

of competencies, or underlying traits, that all of us 

have to a lesser or greater degree.ò 

 

Slide 12 
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Explain: ñThe Iceberg Model is another way to 

illustrate the connection between these underlying 

competencies and actions. Competencies, such as 

persistence, are below the surface and often less 

visible, but are the foundation that supports and 

drives what we see on the surfaceðsomeoneôs 

actions, their achievements, their skills, and their 

practices.ò 

 

Slide 13 

Explain: ñBefore we get into what the research 

says, letôs tap into the experience of the room. 

Think about a strong turnaround leader you have 

met or heard of. Turn to a partner and tell him or 

her about this person. What makes him or her a 

strong leader?ò 

Facilitation Note: After a minute or so, ask for 

volunteers to share ideas with the group. Write 

these ideas down on a sheet of chart paper at the 

front of the room. 

 

Slide 14 

Explain: ñStudies on successful organizational 

turnarounds indicate that (1) there are specific 

competencies that contribute to a turnaround 

leaderôs success, (2) these competencies can be 

used to select leaders for turnaround schools, and 

(3) these competencies can be developed and 

refined over time.  

Facilitation Note: Point participants to the 

competency handout, which gives more 

descriptions. Walk through and name each 

competency on the slide, making connections to 

participantsô ideas on the chart paper about what 

makes a strong leader. 

Explain: ñWithin Public Impactôs initial research in 

2008 and UVAôs 2015 study, two competencies 

continued to show up among top performers in 

many different sectors: Achievement/Focus on 

 

Slide 15 
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Sustainable Results and Impact and Influence, 

which are bolded on the slide.  

For more information on competencies and existing 

research, see the references slide.ò  

Explain: ñCompetency research suggests that 

outstanding performance in complex jobsðones in 

which most candidates have a similar educational 

history and significant autonomy over daily work 

tasksðis driven more by underlying competencies 

than by readily observed skills and knowledge.ò 

 

Slide 16 

Explain: ñCompetencies are closely connected to 

the actions a leader takes. Letôs try an example. In 

partners, brainstorm and choose an action you have 

seen a strong turnaround leader take. After you 

choose an action together, look at the list of 

competencies in your handouts and discuss which 

competencies a leader would draw upon to support 

that action.ò 

Facilitation Note: Give partners a few minutes; 

then lead a brief, full-group share-out. 

Explain: ñAs you started reflecting on with your 

partners, competencies drive specific actions that 

lead to outstanding performance. We will now dive 

into some types of these actions that we see 

turnaround leaders taking.ò 

 

Slide 17 
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Explain: ñPublic Impact and UVA, partners with 

the Center on School Turnaround, have examined 

turnaround leader practice to find examples of 

specific actions that leaders have taken to improve 

performance of persistently low-performing 

schools. You can find the results of these 

organizationsô research online in the sources 

provided here and on the citations page. Within 

each of the familiar categories of leadership, this 

research shows what turnaround-specific leadership 

looks like in action.ò 

Facilitation Note: Point participants to the handout 

on leader actions.  
 

Slide 18 

Explain: ñInstead of us explaining each action type 

one by one, we are going to give you time to 

internalize one of the types and present it to a 

group. Before we go into specific directions, letôs 

split up into random groups of seven.ò 

Facilitation Note: Divide participants into groups 

of seven. If you have time, you can do an activity 

where participants line up by their birthday or 

preferences in salsa spiciness. Then count off so 

that there are seven people in each group. After 

groups are determined, pass out the leader action 

handouts (in the Facilitation Guide) and prompt 

groups to quickly split up the action types so that 

each person is assigned one. Once groups are 

ready, explain the directions for the activity.  

Explain: ñNow that you are in groups and you have 

chosen one of these action types, take 2ï3 minutes 

to individually read the description and example of 

your category. You can find these descriptions and 

examples in your handouts. Then you will create a 

new example of turnaround leadership within this 

category from your own experience. After this work 

time, you will be presenting your action type to the 

rest of the group, summarizing the leader action and 

providing one example to the groupðeither the one 

given or your new example. Are there any 

questions?ò 

Facilitation Note: After 2ï3 minutes, prompt 

participants to start presenting their leader actions 

to the group. Encourage them to spend no more 

than 2 minutes on each leader action. 

 

Slide 19 
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Explain: ñPrincipal supervisors play a critical role 

in the development and coaching of turnaround 

leaders. Principal supervisors contribute to the 

development and coaching of turnaround leaders 

through a variety of activities, including: 

1. Diagnosing competency levels,  

2. Setting leader development goals, 

3. Facilitating leader development,  

4. Frequently observing and providing feedback, 

5. Monitoring and adjusting development plans, 

and  

6. Evaluating principal performance. 

Throughout the coaching process, it is also 

important that coaches are growing themselves and 

developing their own skills as coaches. 

As we close out this section, please turn to a partner 

to reflect on your own district or state. Where are 

your systemôs strengths and weaknesses? How 

might you use these tools?ò 

 

Slide 20 
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Section 3: Assessing Leader Actions (40 minutes) 

Purpose: The section provides different methods for assessing leader actions. 

Facilitation Note: In this section, we will discuss 

different methods for assessing leader actions. 

Explain: ñAt this point, we are transitioning from 

the first session outcome, understanding the 

connection between competencies and actions, to 

the second session outcome, which dives into 

learning strategies for coaching and developing 

turnaround leaders and supporting implementation 

of key turnaround leader actions. However, in order 

to develop and coach principals on their leader 

actions, it is first important to assess their strengths 

and challenges. The tools provided in this section 

will show several different ways to get data in order 

to write development plans and begin coaching.ò 

 

Slide 21 

Explain: ñA variety of assessment tools can be 

used to assess a turnaround leaderôs actions and 

competencies, including a Behavioral Event 

Interview, a Turnaround Leader 360 Assessment, a 

Self-Assessment, an External Review, and a Leader 

Performance Evaluation.  

In the coming slides, we will give you more 

information about each of these tools. And, in the 

references, you will find additional information, 

should you want to explore these assessments 

further.ò 

 

Slide 22 






































