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What do we mean by
Optimum Learning for All

now?
Día 2



Learning
to Learn≠Learning to

be taught

LEARNING The ability to recall and repeat
information and algorithms in a 
precise and appropriate
manner . 

The ability to consciously modify
understandings , beliefs and 
behaviors in response to evidence , 
experience , and reflection . 

The process and result of making
sense of questions that matter to
usWhich version of

learning best
describes our

understanding of
‘optimum learning ’?



Knowledge

Educator Learner

The Pedagogical Core

...key arena for learning

… key arena for wellbeing

… key arena for equity

… key arena for democracy



The influence of effective leaders
on the pedagogical core is
indirect, but intentional.



Principles of the Pedagogical Core
• Improvements in student learning occur

ONLY as a consequence of improving the
dynamics withing the pedagogical core

• If you cannot see it in the core, it’s not there
• Task predicts performance
• The real system of accountability is in the 

tasks that students are asked to do
• Description before analysis, analysis before 

prediction, prediction before evaluation

City, Elmore, Fiarman & Teitel, 2009

Wha t stude nts
le a rn is a  d ire ct
function of the
ta sks the y a re  
a ske d to pe rfo rm



An International Tour



Enigma Mission: Wooranna Park Public School, Australia
Watch the video and identify the ‘task’:
What are students being asked to do?

Visit #1: Australia

Handout
p. 1



Misión Enigma: 
Escuela Pública Wooranna Park, 

Australia

Learning is…
The ability to recall and repeat
information and algorithms in 
an accurate and appropriate
manner

The ability to consciously modify
understandings , beliefs , and 
behaviors in response to evidence , 
experience , and reflection . 

The process and the result of
making sense of questions that
matter to us

Activity 1A
• What is the specific task students are asked to

do?
• What can we predict that they will have

learned as a result of performing the task?
• Which version of learning is more evident in 

this case (see table below)? How do you
know?  

Handout
p. 1



Watch the video and identify the ‘task’: 
What are students being asked to do?

Visit #2: Japan

Handout
p. 1



Learning is…
The ability to recall and 
repeat information and 
algorithms in an accurate
and appropriate manner

The ability to consciously
modify understandings , beliefs , 
and behaviors in response to
evidence , experience , and 
reflection . 

The process and the result of
making sense of questions
that matter to us

Activity 1B
• What is the specific task students are being

asked to do?
• What can we predict that they will have

learned as a result of performing the task?
• Which version of learning is more evidente in 

this case (see table below)? How do you know?  

Handout
p. 1



Plan Ceibal Uruguay: School No. 339
Watch the video and identify the ‘task’: 
What are students being asked to do?

Visit #3: Uruguay

Handout
p. 1



Plan Ceibal: 
Escuela Pública No.339, 

Uruguay

Learning is…
The ability to recall and 
repeat information and 
algorithms in an accurate
and appropriate manner

The ability to consciously
modify understandings , beliefs , 
and behaviors in response to
evidence , experience , and 
reflection . 

The process and the result of
making sense of questions
that matter to us

Activity 1C
• What is the specific task students are being

asked to do?
• What can we predict that they will have

learned as a result of performing the task?
• Which version of learning is more evidente in 

this case (see table below)? How do you know?  

Handout
p. 1



Pedagogical Vision and Goals



learning in your school authority



Learning
to learn≠Learning to

be taught
Activity. 2A

Think of a recent visit to a 
classroom in your school authority. 
Try to remember a specific piece of
student work or activity you
observed.  

• What type of learning is most
evident?

• How do you know?  

Learning is…
The ability to recall and 
repeat information and 
algorithms in an accurate
and appropriate manner

The ability to consciously
modify understandings , beliefs , 
and behaviors in response to
evidence , experience , and 
reflection . 

The process and the result of
making sense of questions
that matter to us

Handout
p. 2



Activity 2B. 
Think about the nature of the work
taking place in the classroom you
visited recently. 

• How present are the 6 
conditions for powerful
learning? (0 – absent; 4 
abundantly present)

• What could be enhanced or
changed to deepen student
learning?

Key conditions for
powerful learning

• Interest
• Exposure
• Practice
• Feedback
• Reflection
• Collaboration

Handout
p. 3



Activity 3
Individually or with your team, 
write one or two sentences that
describe the following about your
school authority:

• Vision for student learning
• Vision for pedagogical practice

and learning environments
• Vision for professional learning

and supports

Knowledge

Educator Learner

The Pedagogical Core: 
Vision and Goals

Handout
pp. 4-5



Prioritizing Improvement of Teaching and Learning

T&L-i. Learning and Pedagogy: Vision and Goals
Effective school districts work intentionally to build a widely shared 
vision of learning and teaching: what they expect students should know 
and be able to do as a result of attending school and what are the 
pedagogical practices and learning environments that nurture the 
envisioned learning. Effective districts link these visions to a small 
number of specific measurable goals, and design, continuously monitor, 
and refine strategies to achieve them. Outcome goals for equity and 
quality of student learning are accompanied by actionable goals for 
professional practice, leadership, and support.



T&L-i. Learning and Pedagogy: Vision and Goals

BASIC GETTING BETTER
Define and communicate system vision and 
goals for excellence and equity in student 
learning.

Define and communicate vision and goals 
for student learning together with school 
leaders.

Regularly, review, revise and communicate 
vision and goals for student learning together 
with school leaders.

Define a general vision of the pedagogical 
core linked to system goals.

Define a vision of the pedagogical core 
that is precise about student learning and 
teaching practices, curriculum context, 
and how they connect together. 

Continuously refine a vision of the pedagogical 
core that specifies intended student learning 
and teaching practices, curriculum context, and 
their relationships

Relate vision and goals for student learning 
to acceptable standards with emphasis on 
low performing students.

Relate vision and goals to improve 
student learning to high standards and 
precise challenges for all students.

Conduct review of progress towards ambitious 
goals to improve student learning and to adjust 
plans and support.

Define system goals and measurable 
indicators in terms of student “outcomes”.

Define system goals and measurable 
indicators for student outcomes and for 
actionable behaviors of students and 
teachers.

Review and adjust system goals, indicators and 
support for student learning, teaching practice, 
and outcomes in light of evidence of student 
learning and teaching and leadership practice.

Set system goals to improve student learning 
without limiting number and priority

Prioritize and limit number of goals and 
timelines to improve student learning.

Review and adjust priorities, numbers and 
timelines of goals to improve student learning 
in light of evidence of progress

Differentiate expectations and system 
support for improvement in student learning 
broadly by grade levels and curriculum areas.

Correlate student learning data to student 
characteristics, teaching, and learning 
contexts to differentiate expectations and 
system support.

Analyze and revise system improvement plans 
in light of differentiated evidence of progress 
towards system goals for student learning.

District leaders…



Monitoring Impact and
Implementation



Activity 4
Use the table in the handout

What evidence are we collecting of 
implementation and outcomes of 
our efforts to influence the 
pedagogical core?

Monitoring

• Implementation support
• Impact on teacher practice 
• Impact on student learning

Handout
pp. 6



Activity Table 
Agents and 

expectations
Types of 
Evidence

Data Gathering 
Processes Obstacles Comments

Students are 
expected to…

Teachers are 
expected to…

School-level 
supports include…

Central office 
supports include…

YOUR role is…

Handout
pp. 6



Building Coherence around
Pedagogical Vision and Goals



Prioritizing Improvement of Teaching and Learning

T&L-iii. Building Coherence around Vision and Goals
Alignment of curriculum to external and local standards, and to associated 
assessment programs is a major focus of attention. A deeper level of ‘coherence’ 
occurs when most of the people working in it, regardless of their formal position in 
the system, can articulate with eloquence the core priorities and goals of the 
system, the strategy to achieve those goals, and how their everyday actions 
contribute to such strategy and goals. Distractors that move the attention of people 
away from those priorities and goals are proactively mitigated.



T&L-iii. Building Coherence around Vision and Goals

BASIC GETTING BETTER CONTINUOUSLY IMPROVING COMMENTS
Take a district approach to alignment 
of curriculum and assessments to 
external standards and expectations.

Take a district approach to alignment of 
curriculum and materials, pedagogy, and 
assessments to internal and external 
standards and expectations.

Make data-informed refinements to 
alignment of curriculum, learning materials, 
pedagogy and assessments and their links to 
internal and external standards.

Alignment of curriculum, 
assessment, standards, and 
pedagogy

Communicate clear, consistent 
message of system priorities, goals, 
strategies to improve equity and 
quality of teaching and learning.

Develop and cultivate common 
understanding and ownership of system 
priorities and plans and of how district roles, 
units and resources (e.g., budget) contribute 
to implementation.

Continuously monitor, refine, and reshape 
understanding, ownership, and expectations 
for contributions of district role, units and 
resources to improve student learning based 
on data and on changing  priorities, goals and 
plans.

Ownership development

Ensure that central office roles and 
units support district-wide programs 
and services as per their distinct 
mandates.

Coordinate plans and action among district-
level actors focused on implementation of 
system priorities, plans and resources to 
improve equity and quality of student 
learning.

Make data-informed refinements to 
coordination of district efforts to improve 
equity and quality of student learning, 
including participation of external support 
services.

Coordination among units

Alignment of resources

Hold individuals and units employed at 
the district-level accountable for their 
actions.

Communicate and model collective 
responsibility for system efforts to support 
and improve equity and quality of student 
learning.

Celebrate and reward evidence of collective 
effort and progress in improving equity and 
quality of student learning. 

Accountability

Handle unexpected distractions from 
attention to implementation of district 
priorities and plans to improve student 
learning.

Identify and proactively attempt to mitigate 
effects of distractors to implementation of 
district priorities and plans to improve 
student learning.

Consider how to deal responsibly but 
strategically to distractors from priorities and 
plans to improve student learning in system 
planning.

Managing distractors

District leaders…



Activity 4. Individual Self-
Assessment

Access the rubric worksheet for T&L-iii in your 
handout (Page 8)
• How do these ideas connect to your work?
• Where would you place your district in terms 

of its efforts to develop coherence? 
• Note down what evidence led you to select 

the level you’ve selected.
• What is and what could be your role in 

enhancing coherence in your district?

Be ready to share some insights from this 
exercise with your small group.

Honig & Raney (2020) District Systems to Support Equitable and 
High-Quality Teaching and Learning. Brief No. 10. EdResearch for 
Recovery

Handout
pp. 7-8



Activity 4B. Small Group Discussion

Meet with your small group. Share 
your main ideas and takeaways on:

a) how the ideas in the rubric connect 
to your work
b) your assessment of your district’s 
efforts to build system coherence
c) your actual and possible role as a 
district leader in building greater 
coherence   

Honig & Raney (2020) District Systems to Support Equitable and 
High-Quality Teaching and Learning. Brief No. 10. EdResearch for 
Recovery



Practice Profile: Domains of Action and Essential Practices

Prioritizing Improvement of Teaching and Learning
• Learning and Pedagogy: Vision and Goals
• Theory of Action
• System coherence

Building Capacity through Support and Accountability
• Attract, support, retain talent
• Developing capacity for inclusive instructional leadership
• Develop cultures of effective collaboration

Sustaining an Open and Collaborative Culture
• Trust and reciprocal accountability
• Effective collaboration and shared leadership between central office and schools
• Connect and collaborate laterally and upward

Promoting Systemwide Learning
• Support and model learning
• Develop, test, and refine a theory of action
• Use evidence to hold schools and the district reciprocally accountable

Anderson, S. & Rincon-Gallardo, S. (2021) Learning to Lead School Districts Effectively: A Literature Review. Cincinnati, OH: Systems 
Development and Improvement Center, University of Cincinnati

Get a free copy of 
the District Leaders 
Practice Profile here



Stimulating Change 



y g



Overwhelm Zone

Learning Zone

Comfort Zone

Change Zones



“Management is about 
persuading people to do things 
they do not want to do, while 
leadership is about inspiring 
people to do things they never 
thought they could..” 

Steve Jobs



What motivates us as humans?

• Purpose
• Mastery
• Autonomy
• Connectedness 
Pink, D. (2009) & Deci, R  (2020)



People adopt change when:

• It is intrinsically motivating

• They take part in its evolution

• They develop ownership along others

Positive contagion



How to Stimulate Change

Mandate Experiences that
pull towards change

Explanation Experiences that
make the stuatus quo 

intolerable

Evidence

Exhortation

Activity 6. 

List down some ideas of
experiences you could help
stimulate to mobilize people
in your school authority to
further realize optimum
learning for all students. 

Handout
pp. 9





Thank you!

santiago@liberatinglearning.com

@SRinconGallardo

LiberatingLearning.com
RinconGallardoSantiago.academia.edu

www.routledge.com/Routledge-Leading-Change-Series/book-series/RLCS
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