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Attributes of the BEST Leaders 
You Know…

Leadership Research

A Key Condition in Successful 
Schools…

High Performing School Systems Study

In every instance, the first step leaders took was to clarify what was 
non-negotiable.

What are your non-negotiables?

How are they communicated?

How do you monitor and measure non-negotiables?

Heflebower, Marzano Research 2
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Characteristics of High Reliability Organizations:
1. Continually in pursuit of error free performance
2. Implement structures and systems to identify errors in their operation 
3. Immediately take action to prevent errors from becoming system wide failures
4. System failures in their operations make headlines 

Marzano Research 
Laboratory has 

developed the HRS 
model to provide 

schools with a long-
term planning 
framework for 

continuous school 
improvement.  

The HRS model can serve as a guide for school leaders as they 
engage in short and long term school improvement planning. 
The model is focused clearly on school improvement through 
research-based practices. Levels 1, 2, and 3 are foundational 
and must be worked on continually in all schools. Levels 4 and 
5 are optional for schools.  

Heflebower, Marzano Research

Leading and Lagging Indicators
In order to know what to work on and to measure their success at each level, school leaders need 
ways to assess their school’s current status, gauge their progress through each level, and confirm 
successful achievement of each level. Leading and lagging indicators are useful to these ends.

Leading indicators are important conditions that are known to be associated with school 
improvement. They provide direction for school leaders to work on for a continuous process of 
improvement. 

Lagging indicators are the data and artifacts of practice that leaders should use to continually 
monitor leading indicators. 
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Using HRS Survey Data
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Leading Indicator 1.1 The faculty and staff perceive the school environment as safe and orderly.

1.2 Students, parents, and the community perceive the school environment as safe and orderly.

Survey Data? Lagging Indicators Quick Data

Strategic Initiatives for 1.1:

Survey Data? Lagging Indicators Quick Data

Strategic Initiatives for 1.2:

Heflebower & Warrick, Marzano Research
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Decisions made  
by individual 
teachers or 

teacher teams

Decisions where 
teachers will 

routinely have 
direct input 

Decisions school
administration 

will make, 
possibly without  

teacher input

Heflebower, Marzano Research



Heflebower & Warrick, Marzano Research 13



Marzano Research 2019 
marzanoresearch.com

14

Leadership Team Guidelines, Responsibilities, and Expectations
Charlotte High School

The following guidelines outline the roles and responsibilities of the Charlotte High School department chairs and 
Restructuring Task Force (RSTF) members. 

Leadership Team
Expectations
1) Work to achieve the professional development goals of the school
2) Carry out the decisions agreed upon by the leadership team
3)  Handle any disagreements within the leadership team
4)  Be a positive participant in the school community
5) Help develop the vision, goals, and expectations of the leadership team and the school, and be an 

advocate for them
6) Keep confidential information confidential until the appropriate time
7) Treat other leadership team members with respect both in and out of meetings
8) Maintain open and honest dialogue within the leadership team and the school 
9) Solicit staff input appropriately while upholding other responsibilities
10) Help mentor new staff members
11) Establish professional development plan for individual departments
12) Assist with HRS process
13) Participate in district level school improvement meetings

Principal
Expectations
1) Coordinate the efforts of the leadership team
2) Provide time to effectively carry out the goals and responsibilities of the leadership team
3) Provide support and resources to assist the leadership team in achieving its goals and carrying out its work

Assistant Principal
Expectations
1) Assist in the coordination of the efforts of the leadership team
2) Provide support and resources to assist the leadership team in achieving its goals and carrying out its work
3) Responsibilities described as a member of specific teams

Department Chairs
Expectations
1) Prepare and manage the department budget
2) Lead departmental PLC meetings effectively
3) Communicate PLC/PD agendas to all department members and to the principal in advance of any 

Wednesday or whole or half day PLC/PD sessions; maintain a PLC/PD log and share it with the principal 
5) Communicate leadership vision and expectations
6) Provide input to help determine/communicate teaching assignments within departments
7) Communicate regularly with the principal and department RSTF members on issues within departments
8) Assist with appointments of long term subs in the department
9) Coordinate test outs 
10) Coordinate miscellaneous department tasks (senior award, curriculum work, etc.)
11) Conduct a curriculum audit in order to shore up areas of improvement, and lead efforts to improve
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Clarify The Work Teams Must Accomplish:



Marzano Research 2019 
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Organizing Staff Into Meaningful Teams

Heflebower & Warrick, Marzano Research
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What is a Professional Learning Community?

“Professional” Someone with the expertise in a specialized 
field, an individual who has not only pursued 
advanced training to enter the field, but who 
is also expected to remain current in its 
evolving knowledge base.

“Learning” Ongoing action and perpetual curiosity

“Community” A group linked by common interests

Notes:

Heflebower, Marzano Research

“We’ll use the term PLC process to represent all the policies and practices that lead a school to establish and 
maintain a network of collaborative teams whose work enhances the learning of students. We’ll refer to a 
PLC as a school that consistently achieves this goal. To this extent, becoming a PLC is a standard to which a 
school holds itself, celebrating when the standard is met and making adjustments when it is not. Finally, the 
core of a PLC is the network of collaborative teams—the groups of teachers working together to improve 
student learning (p. 41).  

Collaborative Teams That Transform Schools: The Next Step in PLCs (Marzano, Heflebower, Hoegh, Warrick, & Grift, 2016).
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Collaborative Teams That Transform Schools: The Next Step in PLCs (Marzano, Heflebower, Hoegh, Warrick, & Grift, 2016).
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Establishing Team Norms
Every team has two components that team members must pay attention to if the 
team is going to succeed. The team must pay attention to the content (or goals or 
outcomes expected). The team must also carefully shape and monitor the team 
process it uses to accomplish the goals. Team process includes:

• How team members interact with and communicate with each other;
• How team members will be responsible and accountable for moving their 

work forward and accomplishing their goals.

The members of every team and work group develop particular ways of 
interacting with each other over time. Effective interpersonal communication 
among members and successful communication with managers and employees 
external to the team are critical components of team functioning. How a team 
makes decisions, assigns work, and holds members accountable determines team 
success. With the potential power of the impact of these interactions on team 
success, why leave team member interaction to chance? Form team relationship 
guidelines or team norms early to ensure team success. You can then shape the 
culture of the team in positive ways.

Once developed, team norms are used to guide team member behavior. Team 
norms are used to assess how well team members are interacting. Team norms 
enable team members to call each other out on any behavior that is dysfunctional 
or that is negatively impacting the success of the team.

Ken Blanchard, author of The One Minute Manager, said that a river without 
banks is a pond. Likewise, a team without relationship norms leaves itself open to 
potential interpersonal problems. Most team members won't intentionally harm 
the project or the team's success. But, the lack of an agreed upon framework for 
interaction creates the potential for misunderstanding and negative conflict.

Team norms can encompass as many topics as the team deems necessary for 
successful functioning. Start with a few team norms and add more norms as 
needed. Make sure the team norms are written and posted where team members 
are reminded of their commitment.

Heflebower, Marzano Research, DO NOT DUPLICATE
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Considerations When Establishing Team Norms
Time
o When do we meet?

o Will we set a beginning and ending time?

o Will we start and end on time?

Listening
o How will we encourage listening?

o How will we discourage interrupting?

Confidentiality
o Will the meetings be open?

o Will what we say in the meeting be held in confidence?

o What can be said after the meeting?

Decision Making
o How will we make decisions?

o Are we an advisory or a decision-making body?

o Will we reach decisions by consensus?

o How will we deal with conflicts?

Participation
o How will we encourage everyone’s participation?

o Will we have an attendance policy?

Expectations
o What do we expect from members?

o Are there requirements for participation?

Other
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Teambuilding Activities

Heflebower, Marzano Research, DO 
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Activity Purpose Timeframe How/when might 
I use this?



Please take a moment to think about and write 
down your ideas.  Be ready to share some of 

them with others. 

• Where did you grow up?

• Number of siblings and where you fall in the birth order.

• What is the #1 most-played song on your device?

• What chore do you absolutely hate doing?

• What is your favorite indoor/outdoor activity?

• If you could have lunch with anyone, living or dead, who would it be, 
and why?

• What celebrity would you be most mistaken for?

• When you have 30 minutes of free time, how do you pass the time?

• What’s the last experience that made you a stronger person?

29
http://www.humorthatworks.com/how-to/50-questions-to-get-to-know-someone/
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Leadership actions This is 
us

We are 
working on 

this

We are 
talking 
about it

This is not 
us.

Organize staff into meaningful teams
• In the absence of interdependence, one or more common goals, and 

mutual accountability, a group cannot be a team.
• The most logical and easiest team structure to establish is the course-

specific or grade-level team.  

Provide teams with time to collaborate
• When teachers work together on the right work, even for as little as one 

hour each week, we can expect gains in student achievement.

Provide supportive structures that help groups become 
teams
• Teams are more effective when they have clarified expectations 

regarding how they will work together, translated those expectations 
into collective commitments, and use the commitments to monitor their 
working relationship on an ongoing basis.

• Without a common goal that members can achieve only by working 
together interdependently, a group cannot become a team.

Clarify the work that teams must accomplish
• Administrators and teachers should work together to identify the “right

work” of teams – the work with the greatest potential to have a positive 
impact on student learning and the capacity of staff to function as 
members of high-performing teams.

• It is critical that teams utilize a protocol that helps them focus on the 
right work.

Monitor the work of teams and provide direction and 
support as needed
• Teams should develop products that flow from the dialogue of a team 

engaged in collective inquiry on the right work.
• When educators understand the tangible work products that must be 

created as a result of their collaboration, they develop greater clarity 
regarding the nature of their work.

Avoid shortcuts in the collaborative team process
• It is the process of building shared knowledge and the collaborative

dialogue about that shared knowledge that builds the capacity of the 
staff to function as high-performing teams.

• Leaders enhance the effectiveness of others when they provide clarity 
regarding what needs to be done and ongoing support to help staff 
succeed.  They do not develop others by doing the work for them.

Celebrate short-term wins, and confront those who do not 
contribute to their teams
• It is difficult to create momentum for the collaborative team process 

and impossible to sustain the process without recognizing and 
celebrating both concerted effort and incremental progress.

• Leaders who are unwilling to confront staff members who ignore the 
collaborative team process not only undermine that process but also 
damage their relational trust with the rest of the faculty.

Reciprocal Accountability: The Key to Building Collective Capacity
Adapted from DuFour and Marzano’s Leaders of Learning, pp. 70-87

© Marzano Research Laboratory 2013.  Rights Reserved.Heflebower, Marzano Research
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Leading Indicators 1.5 and 1.6

Teachers and staff have formal ways to provide input regarding the optimal functioning 
of the school.

Teachers? Staff?

Students? Parents?

Students, parents, and the community have formal ways to provide input regarding the 
optimal functioning of the school.

Heflebower, Marzano Research
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Leading Indicator 1.7  The success of the whole school, as well as 
individuals within the school, is appropriately acknowledged. 

Who or what do you celebrate? How often do you celebrate?

How do you celebrate? Who or what should you celebrate 
more often?

Heflebower, Marzano Research
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Leading Indicator 1.8: The fiscal, operational, and technological resources of the 
school are managed in a way that directly supports teachers.

What are some lagging indicators that exist for this leading indicator in your school 
currently?  Categorize them below and list the examples in the lagging indicator 
column. 

Resource Type Lagging Indicators
Fiscal: 

Financial resources that 
provide direct support to 

classroom practice.

Operational: 
Use of time, Optimal 

scheduling, Equipment or 
facility access, Deployment of 

teacher assistants or 
volunteers , Facility Usage

Technological: 
Device access, bandwidth, PD 
for tech usage, Tech support, 

Assistive technologies
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Action Step Timeline Resources Responsibilities Potential 
Barriers

Measurement 

Action Planning
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Research and continues to work as an author and associate with Marzano Research and Solution 
Tree. In addition, Tammy is the CEO of her own company, !nspire Inc: Education and Business Solutions-
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them world-wide.

Dr. Heflebower is author of Crafting your message: tips & tricks for educators to deliver perfect 
presentations (2019). She is lead author of a best-selling and award-winning book titled, A School 
Leader’s Guide to Standards-Based Grading, lead author of the award-finalist book, A Teacher's Guide to 
Standards-Based Learning, co-author of Collaborative Teams That Transform Schools: The Next Step in 
PLCs, and Teaching & Assessing 21st Century Skills, as well as contributing author to over a dozen other 
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internationally.
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Young Alumna and her team was inducted into the athletic hall of fame. She has a master of arts in 
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