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Building Effective Relationships Module  

PARTICIPANT GUIDE 

 
Building Effective Relationships Competency 

A superintendent establishes a welcoming, caring, respectful and safe learning environment by building 
positive and productive relationships with members of the school community and the local community. 

Building Effective Relationships Module Outcomes 

1. builds positive and learning-focused relationships with members of the jurisdiction, school and local 

communities.  

2. strengthens professional relationships within and across the system and with key stakeholders. 

3. facilitates meaningful participation of members of the school jurisdiction, school, and local communities 

in decision-making. 
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OVERVIEW 
 
Learning Modules are designed to deepen and apply system leaders professional practice with opportunities 

to examine Alberta context through a community of inquiry approach based on research.  Learning modules 
begin with a focus on personal capacity leading to the valuable role system leaders play in supporting quality 

school leadership and teaching to create optimum learning for all students in Alberta. 
 
The CASS professional learning modules are founded on the Superintendent Leadership Quality Standard 

requirement that the professional practice of “jurisdiction leaders and superintendents must be informed by 
current, relevant educational research, with a focus on career-long improvement” (Alberta Education, 2018, p. 

2).  

 
This specific module is informed by Alberta, Canadian, and international research on high performing school 
districts. Through facilitated critical examination of their individual and collective leadership practices in 

collaboration with other system educational leaders, participants will co-construct and share strategies for 
enacting the SLQS Building Effective Relationships Competency informed by the research on effective 

professional learning through knowledge-building inquiry (Kaser & Halbert, 2017; Timperly, 2011). 
 

This form of professional learning requires a high level of learner commitment. Participants will be asked to 

draw upon their professional experiences, analyze case scenarios, and collaboratively examine research to 

design action plans that address self-identified problems of system leadership practice. A culminating follow-
up session will take place during the CASS Fall Conference. In this final session, participants will share 
evidence of their action plan’s impact and generate ideas for next steps with a small group of their 

participating peers.  

 
Module learning materials will be posted online at: https://cassalberta.ca/conferences-workshops/cass-

asboa-summer-learning-conference/ and https://cassalberta.ca/resources/  

 

 
 

 

 

 

 

 

 

 

 

 
 

https://cassalberta.ca/conferences-workshops/cass-asboa-summer-learning-conference/
https://cassalberta.ca/conferences-workshops/cass-asboa-summer-learning-conference/
https://cassalberta.ca/resources/
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SESSION A 
Wednesday 9:00 am - 12:00 pm  

 

A.1 Case Study - Deconstructing "Building Effective Relationships" In 
the 'Real World' 

 

 

Read the article (and comments) In Appendix A - Tommy Chang's relationship with community never clicked. 
observers say from the Boston Globe, (June 23, 2018). 

 

• Using the Building Effective Relationship Competency and Indicators (above), identify which 
indicators Chang MAY NOT appear to be demonstrating on a consistent basis.  

 

• Are there any actions by the superintendent cited in the article that you thought were potentially 

positive? If so, speculate where things might have gone wrong. 

 

• Brainstorm the "lessons learned" Identified from your group from this case study. Prioritize three 

"lessons learned" that your team would like to share with the group? Please record these on the 

following page. Continue to make a record your "lessons learned" as the workshop progress. 
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Lessons Learned 

 

•  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 



 

 

CASS Support for Implementation Professional Practice Standard/Framework 

https://cassalberta.ca 

   5 

What does the research say?  
The superintendent is the face of the school authority. 
They are the ones held responsible for the successes and 
failures within a school authority. Much of what a 

superintendent does involves working directly with 

people. The range of people with whom they work is far 
reaching, from students to school board personnel to 
community members, government officials, community 
agencies, members of employee organizations, and a 

variety of interest groups. It is imperative that 

superintendents work well with people and understand 

the value of building positive, productive working 
relationships. As important as strong relationships with a 
variety of constituents are to the success of a 

superintendent, “effective relationships both reflect and 
build shared understandings and goal commitments. They 
can also lead to greater knowledge of and respect for 

individual and cultural identities” (Robinson, Hohepa, & 
Lloyd, 2009, p.43).  

 
Robinson, Lloyd and Rowe (2008) contend “effective 

leaders do not get the relationships right and then tackle 
the educational challenges—they incorporate both sets of 

constraints into their problem solving (p. 659). This is 

perhaps captured in the research literature indicating 

school districts need to develop a new relationship with 
schools to collaboratively use assessment data for 

instruction, and, districts need to change the way central 

offices function, utilizing strategic goal setting to craft 
coherence, while at the same time differentially supporting 

schools (Anderson, Mascall, Stiegelbauer, & Park, 2012; 
Honig & Rainey, 2015; Lee, Seashore Louis & Anderson, 

2012; Leithwood, 2010). “The more leaders focus their 
relationships, their work, and their learning on the core 
business of teaching and learning, the greater their 

influence on student outcomes (Robinson et al., 2008, p. 

636). 

 
Throughout this module, the emphasis is on adult 
relationships, collaborations, and partnerships that result 
in quality school leadership, quality teaching and optimum 

learning for all students in the school authority. As 

important as positive and productive relationships are, it is 
important to note that “unless the right things are being 

Notes 

The notes sidebars are designed for 
you to use to record ideas, thoughts, 
and questions as you work through 
Part A of Building Relationships 
module 
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focused on, collaborative relationships may end up being 

powerfully wrong” (Fullan, 2001, p. 67). 
 

Discussion Questions: Be prepared to defend your 

responses. 
 

• Do you agree with Robinson, Lloyd, and Rowe’s 
contention that “effective leaders do not get the 

relationships right and then tackle the educational 
challenges—the incorporate both sets of 

constraints into their problem solving”? Why or 
why not? 

 

• The superintendent standard indicates that the 

superintendent’s focus is quality teaching and 

optimum learning for all students in the school 
authority. How might this focus help 
superintendents avoid the caution that Fullan 

(2001) posits “unless the right things are being 

focused on, collaborative relationships may end up 

being powerfully wrong” (p. 67)? 
 

 

A.2 Identify the focus of your system priorities as they relate to quality 
teaching and optimum learning for all. Be prepared to share these with 
the full group. 
 

Our System Priorities 
1. 

 
 
2. 

 

 
3. 
 

 
4. 
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A.3 Identify below all the communities (system and local) the 
superintendent (team) must build effective relationships with to foster 
quality teaching and optimum learning for all in relationship to each of 
the system priorities.  
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A.4 Assess quality of relationships with the communities involved with 
your key priorities. - To what degree do you already have a positive 
and productive relationship with each of the individuals or groups 
identified in relationship to each system priority? What processes do 
you currently have in place? 
 

Assessment of Quality Positive Relationships 

 

System Priorities Communities 

Involved 

Assessment of Relationship/Processes Embedded 

1. 

 

 

 

 

  

2. 

 

 

 

 

  

3. 

 

 

 

 

  

4. 
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SESSION B 
Wednesday 1:00 pm - 3:30 pm  

 

Part A: B.1 Special Cases 
 

 

Case 1: Cultivating Trusting Relationships with System and School Leaders 

The superintendent is new to the role and struggling with cultivating effective system 

relationships. The superintendent is familiar with the literature in building effective system 
relationships and recognizes the importance of paying attention to relationships with system and 
school leaders. A key insight from Robinson’s (2011) work is that student-centered leadership 

requires doing things in ways that build relational trust in the school community. Building 

relational trust and developing relationships of respect and challenge is a necessary leadership 

capability (Bryk & Schneider, 2002; Kaser & Halbert, 2017; Timperley, 2011). In reflecting over the 
last few months in this new role, the superintendent recognizes fostering relationships is an area 
for growth and improvement. For example, last month the superintendent found out just that the 

Board of Trustees was meeting without the Superintendent present. Principals are reporting that 
the senior leadership team provides fragmented or inconsistent messaging to schools and this is 

causing uncertainty about the relationships between the district and schools. There are also clear 
indications that principals are meeting individually with Board members. There is sense of a 

growing group of disgruntled parents that do not support the direction of the system and are 

openly sharing their concerns within the community and even with the media. Superintendent X 
was also publicly criticized about the lack of building presence and connecting with the 

community in online spaces. Apparently, other superintendents in nearby jurisdictions are more 

active in communicating in online spaces. These are only a few examples of some of the recent 

indicators suggesting relationships need to be strengthened. Superintendent X recognizes trust is 

the “social glue” (Fullan & Quinn, 2016, p. 73) needed but is not sure how to begin improving 
relationships of respect and challenge.  

 
 
 

Case Analysis Discussion and Questions 

 

1. Speculate what has happened to create this 

situation? What has the superintendent possibly 

done or not done? 
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2. Identify the key communities where there appears to 

be relationship issues? What might the 

superintendent do now to create the conditions to 

strengthen system relationships? 

 

3. Separate Discussion: Lack of building presence is 

noted as an issue. Where do you stand on Del’s 

dilemma?  
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B.2 What Does the Research Say? 
 

Superintendents within effective school authorities need to create structures and processes that 
promote interaction, dialogue, and collaboration, and engage staff and constituents at all levels of the 

organization in decision-making (Brandon et al., 2015) 

 
Towards Building Effective Relationships: Determinants of Trust  
 
 

Benevolence Having confidence that another party will act in one’s best interests 

(Forsyth et al., 2011; Tschannen-Moran & Hoy, 2000) 

Competence Depending on a person’s knowledge, skills, and competence to do 
their job (Bryk & Schneider, 2002, 2003; Handford & Leithwood, 

2013; Tschannen-Moran & Hoy, 2000) 

Honesty and Integrity The consistency between words and actions (Bryk & Schneider, 
2002, 2003; Forsyth et al., 2011; Handford & Leithwood, 2013; 

Tschannen-Moran & Hoy, 2000). Doing what is right and 
demonstrating a commitment to shared beliefs or values (Bryk & 

Schneider, 2002, 2003). 

Openness and 

Transparency 

Sharing of information and transparency of one’s actions or plans 

(Forsyth et al., 2011; Handford & Leithwood, 2013; Tschannen-

Moran & Hoy, 2000). 

Personal Regard Caring for others (Bryk & Schneider, 2002, 2003).  

Reliability or Consistency The predictability of behaviour and the confidence that one’s 

needs will be met (Forsyth et al., 2011; Handford & Leithwood, 

2013; Tschannen-Moran & Hoy, 2000). 

Respect Recognizing other people’s value and demonstrating this value by 
listening and considering their views (Bryk & Schneider, 2002, 2003; 
Handford & Leithwood, 2013).  

 

 

The importance of relationships is evident from the fact that leadership is, by definition, a social 
process (Robinson, 2009). The more superintendents focus their relationships, their work, and their 

learning on quality teaching and optimum learning for all students the greater their influence on 
student outcomes in their school authority.   

 

Consequences of High Relationship-based Trust 

 

 
For teachers and schools… 

 

 

For students… 

Positive attitude to innovation and risk 
 

Improving academic outcomes 

in high trust schools 
More outreach to parents 
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Enhanced commitment Higher likelihood of positive social 
outcomes Enhanced professional community 

(Bryk &Schneider, 2002) 

 

B.3 Teams  
 

Identify the Special Cases In your organization that need to function as teams to reach your priorities? What 

processes are currently embedded to ensure "the team" Is operating at a high level. 

 

Assessment of Teams 

 

Team Challenges/Level of Function Processes/Actions Needed 

1. 

 

 

 

 

  

2. 

 

 

 

 

  

3. 

 

 

 

 

  

4. 
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B.4 Indicator 3: Building and sustaining relationships with First Nations, 

Métis and Inuit parents/guardians, Elders, local leaders and community 

members” 

 

Case 2: Cultivating Relationships with the Local Indigenous Community 

The school authority has a large number of Indigenous students from a number of different 

Indigenous communities. The school authority has prioritized improving Indigenous students’ 
success and achievement. The superintendent has asked to meet with the Chief and Council from 
one of the First Nations communities that has a significant number of students in a number of 

schools in the school authority. At this meeting the superintendent intends to share his vision for 

improving student achievement in the schools in which this community has a number of students. 
The Chief and Council agree to meet with the superintendent in their community. The 

superintendent begins the meeting by sharing his vision for improvement in the schools that 

surround their community. The Chief listens then looks at the documents the superintendent has 

provided to him. He pushes aside the documents up, indicates the meeting is over, and requests 
you leave their community. 

 

Case Analysis Discussion and Questions  

 

Clearly, the meeting did not turn out the way that the 
superintendent had anticipated.  

 

1. Obviously, the meeting is a dismal failure. Speculate 
as to what has both been “done” or “not done” to 

create this situation?  
 
 

 
2. What might the superintendent do to create the 

conditions to restore this relationship? 
 

 

 

 

 
 

 
3. When working productively with First Nations 

groups, what are some of “Lessons Learned” that 

you can share with the group? 

 

Notes 
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SESSION C 
Thursday 8:30 - 11:30   

 
"Working on the Work" (Schmoker) 
 

Review: You don’t work on relationships separate from the work. Let’s 

examine what the best school divisions DO… 

 
C.1 Uncovering the Research. Using the templates from the Alberta 
Framework for School System Success OR the Leithwood template 

 
A. Identify the level where you feel your system functions, 

B. Place a check mark indicating whether building relationships is foundational to high performance 

of the indicator, AND 
C. Identify whether the indicator should be something to consider for your action plan. 

D. Be prepared to share some of your “ah ha’s” with the group. 
 

SESSION D 
Friday 8:30 – 11:30 

 
D.1 Creating an Action Plan 
 

Building, maintaining, and enhancing effective relationships is an ongoing undertaking. Create an action plan 
with evidence indicators that you will take back with you as you continue to build effective relationships in 

your school authority.  Use the various documents you have created throughout this module to assist you to 

create this plan.  You will be bringing back evidence of your accomplishments to the next session within this 
module (November). 
 

Use the template on the next page to create an action plan with evidence indicators for your school 

authority.  You will need to: 

• Articulate system priorities – from your chart 

• Name the stakeholder category – from your chart 

• Assess the current state as it relates to effective relationships – from your chart 

• Consider on your communities that need to function as teams – from your chart  

• Consider actions from the competency and indicators, our discussions, the cases, research on 
relationships or research system improvement 
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• Identify timelines for each of the actions 
 

Building Effective Relationships in Advancing and Improving System Priorities Related to Quality Teaching 
and Optimum Learning for All:  Evidence-Based Indicators 

A Plan for Action 
  

System Priorities Related to Quality Teaching and Optimum Learning For All  

1. 
 
 
 
2. 

 
 

 

3. 

 

 
 
4. 

 

 

 

Stakeholder 

or Community 

Current State 

of 

Relationship 
- processes 

currently in 
place? 

Preferred 

State 

Process: 

Strategy or 

Action 
Leading to 

Improvement 

Determinant(s) 

of Relational 

Trust 
Addressed 

Evidence of 

Improvement 
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Stakeholder 

or Community 

Current State 

of 
Relationship 

- processes 
currently in 

place? 

Preferred 

State 

Process: 

Strategy or 
Action 

Leading to 
Improvement 

Determinant(s) 

of Relational 
Trust 

Addressed 

Evidence of 

Improvement 
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D.2 Final Activity: Return to your "Lessons Learned" page. Take a few 
minutes to reflect and make any additional comments. Consider the 
Competency and Indicators below… 

 

D.3 Competency Overviews and additional supports for 
implementation 
 

Visit www.cassalberta.ca the professional learning component of the CASS.ab.ca website. 

 

Key resources: 

• Competency overviews (updated this fall based on your input) https://cassalberta.ca/professional-
learning/  click on a competency to access the overview or visit the resources page to download a set.  
https://cassalberta.ca/resources/  

• Planning for implementation planning templates and samples of CASS plans at: 
https://cassalberta.ca/planning-for-implementation/  

• Conferences/modules include current learning opportunities as well as conference reading and 
resource materials https://cassalberta.ca/conferences-workshops/  

• Research/resources page includes current resources with new materials coming this fall. 

• Check out the new research summaries focused on developing leadership programs.  
 

http://www.cassalberta.ca/
https://cassalberta.ca/professional-learning/
https://cassalberta.ca/professional-learning/
https://cassalberta.ca/resources/
https://cassalberta.ca/planning-for-implementation/
https://cassalberta.ca/conferences-workshops/
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Appendices 
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Survey/Planning Matrix 2017/ 2018 

Source: Leithwood (2013) Strong Districts and Their Leadership 

 

High Performing School Divisions  

 

 

 

Awareness/ 

Contemplation 

 

 

Exploration 

 

Scaling Up / 

Established 

 

 

 

Systemic/ Thriving 

Dimension 1:  
A broadly shared mission, 

vision and goals founded on 

ambitious images of the 

educated person. 

Division leaders are 

individually 

contemplating the 

need or value for 

action. There is sense 

of discomfort with the 

status quo, but not an 

overall consensus in 

leadership of 

anything being 

“broken” to the point 

that there is 

compelling need to 

change. 

Emerging; division 

and school leaders 

are investigating and 

discussing the 

dimension but 

efforts are often 

fragmented.  Beyond 

those involved in 

“pilot” projects, a 

significant number 

of participants are 

still unaware and/or 

disengaged  

The division 

community is 

becoming engaged. 

The dimension is 

emerging beyond the 

pockets of excellence 

across the division 

(schools & 

departments).   There 

are increasing levels 

of understanding plus 

formal processes, but 

actions do not reflect 

a consistent 

commitment. 

The division 

community is fully 

engaged.  Educators 

at all levels, plus the 

community and other 

stakeholders, are 

supportive and fully 

committed. There is 

high levels of 

understanding and 

actions of the 

participants are 

reflective of their 

collective 

commitment. 

Ensures that a transparent 

visioning/direction-setting 

process is carried out.  

 

 

 

    

Consults extensively about 

district directions as part of the 

process. 

 

    

Spends sufficient time to ensure 

that the mission, vision and goals 

(directions) of the system are 

widely known, understood and 

shared by all members of their 

organizations 

    

Articulates, demonstrates and 

models the system’s goals, 

priorities, and values to staffs 

when visiting schools. 

 

    

Embeds district directions in 

improvement plans, principal 

meetings and other leader-

initiated interactions 
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Dimension 2: 
A Coherent Instructional 
Guidance System 

 

Awareness/ 

Contemplation 

 

Exploration 

 

Scaling Up / 

Established 

 

Systemic/ Thriving 

Adopts a service orientation 

toward schools 

    

Align curricular goals, 

assessment instruments, 

instructional practices and 

teaching resources 

    

Insists on ambitious goals for 

teaching and learning 
    

Advocates for attention to the 

best available evidence to inform 

instructional improvement 

decisions 

    

Expects schools to focus on 

needs of individual as well as 

groups of students 

    

Encourages staff to be innovative 

within the boundaries created by 

the district’s instructional 

guidance system 

    

Dimension 3: 
Build district and school 

staff’s capacities and 

commitments to seek out and 

use multiple sources of 

evidence to inform decisions 

    

Uses data from all available 

sources to assist decision making 

in the central office 

    

Insists on the use of the best 

available research and other 

systematically collected evidence 

to inform decisions wherever 

possible 

    

Encourages collaboration in the 

interpretation and uses of data 
    

Builds system’s capacity and 

disposition for using 

systematically-collected data to 

inform as many decisions as 

possible. 

    

Provides training for principals 

and staff on the use of data and 

research literature to sustain 

decision-making; 

    

Models evidence-informed 

decision making to school staffs 
    

Grounds interactions with, and 

advice to, trustees in sound 

evidence 
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Dimension 4: 
Create learning-oriented 
organizational improvement 
processes 

Division leaders are 

individually 

contemplating the 

need or value for 

action. There is sense 

of discomfort with the 

status quo, but not an 

overall consensus in 

leadership of anything 

being “broken” to the 

point that there is 

compelling need to 

change. 

Emerging; division 

and school leaders 

are investigating 

and discussing the 

dimension but 

efforts are often 

fragmented.  

Beyond those 

involved in “pilot” 

projects, a 

significant number 

of participants are 

still unaware and/or 

disengaged  

The division 

community is 

becoming engaged. 

The dimension is 

emerging beyond the 

pockets of excellence 

across the division 

(schools & 

departments).   There 

are increasing levels 

of understanding 

plus formal 

processes, but 

actions do not reflect 

a consistent 

commitment. 

The division 

community is fully 

engaged.  Educators 

at all levels, plus the 

community and other 

stakeholders, are 

supportive and fully 

committed. There is 

high levels of 

understanding and 

actions of the 

participants are 

reflective of their 

collective 

commitment. 

Requires improvement processes 

to be evidence-informed. 
    

Sets a manageable number of 

precise targets for district school 

improvement 

    

Includes school-level leaders in 

decisions about district-wide 

improvement decisions 

    

Creates structures and norms 

within the district to encourage 

regular, reciprocal and extended 

deliberations about improvement 

progress within and across 

schools, as well as across the 

system as a whole. 

    

Develops and implements board 

and school improvement plans 

interactively and collaboratively 

with school leaders 

    

Creates structures to facilitate 

regular monitoring and refining of 

improvement processes 

    

Acknowledges Provincial goals 

and priorities in district and 

school improvement initiatives 

    

Allows for school-level variation in 

school improvement efforts 
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Dimension 5:  
Provide job embedded 

Professional development 

    

Provides extensive PD 

opportunities for both teachers 

and school-level leaders, most of 

it through some form of learning 

community or on-the-job context. 

 

    

Uses internal system networks as 

central mechanism for the 

professional development of 

school level leaders. 

    

Aligns the content of professional 

development with the capacities 

needed for district and school 

improvement 

    

Requires individual staff growth 

plans to be aligned with district 

and school improvement priorities 

    

Holds staff accountable for 

applying new capacities by 

monitoring the implementation of 

school improvement plans 

    

Dimension 6:  
Align budgets, personnel 

policies/ 

procedures and uses of time 

with district mission, vision 

and goals 

    

Aligns the allocation of resources 

with district and school 

improvement goals 

    

Aligns personnel policies and 

procedures with the district’s 

improvement goals 

    

Aligns organizational structures 

with the district’s improvement 

goals 

    

Provides principals with 

considerable autonomy in the 

hiring of teaching staff 

    

Expects and assists schools to 

allocate instructional resources 

equitably 
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Dimension 7:  

Use a comprehensive 

performance 

management system for 

school and 

district leadership 

development 

 

    

 

Uses the best available evidence 

about successful leadership (e.g. 

OLF) as a key source of criteria 

used for recruiting, selecting, 

developing and appraising school 

and district leaders 

 

    

Matches the capacities of leaders 

with the needs of schools 
    

Provides prospective and existing 

leaders with extended 

opportunities to further develop 

their leadership capacities 

    

Develops realistic plans for 

leadership succession 
    

Promotes coordinated forms of 

leadership distribution in schools 

 

    

Dimension 8.  

Advocate for and support a 
policy governance approach to 
board of trustee practice. 
 

    

Encourages trustees to focus on 

district policy and the 

achievement of the district’s goals 

and priorities (policy governance 

model of trustee practice) 

 

    

Encourages participation of the 

elected board in setting broad 

goals for its use in fulfilling its 

policy-setting and policy-

monitoring responsibilities. 

 

    

Regularly reports to the board 

progress in achieving these broad 

goals 
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Dimension 9:  
Nurture productive working 
relationships with staff and 
stakeholders 

    

 
Area #1: Internal District and 
school staff. 
 

    

Develops communication systems 

and processes throughout the 

district to keep all members 

informed 

    

 

Develops open, accessible and 

collaborative relationships with 

principals 

    

 

Encourages reciprocal forms of 

communication with and among 

schools 

    

 

Promotes high levels of 

interaction among school leaders. 

These interactions should include 

all school leaders and be driven by 

a shared sense of responsibility 

among school leaders for system 

improvement 

 

    

 

Creates structures to facilitate 

reciprocal forms of 

communication. These structures 

and norms 

should result in deeply 

interconnected networks of 

school and system leaders 

working together on 

achieving the system’s directions. 

 

    

 

Buffers schools from external 

distractions to the district’s and 

schools’ priorities and goals. 

    

Area #2: Local Community Groups     

Routinely consults with 

community groups on decisions 

affecting the community 

    

Encourages staff to participate 

directly in community groups 
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Demonstrates the importance the 

district attaches to its community 

connections 

    

Area #3: Parents     

 

Holds schools accountable for 

developing productive working 

relationships with parents 

    

 

Influences the work of schools 

toward fostering improved 

educational cultures in the home 

environments of their students 

 

    

Area #4: Ministry of Education     

 

Develops/maintains high levels of 

engagement with provincial 

department/ministry of education 

 

    

 

Engagement with 

department/ministry is frequently 

proactive rather than only 

responsive 

 

    

 

Makes flexible, adaptive use of 

provincial initiatives and 

frameworks, ensuring that they 

contribute to, rather than detract 

from, accomplishing system goals 

and priorities. 
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High Performing School Divisions 

I. Vision and Direction 

Setting 

Awareness/Contempl

ation 

Exploration Scaling Up/ 

Established 

Systemic/Thriving 

Dimension 1: 
Focus on Student Learning 

    

 Division leaders are 

individually contemplating 

the need or value for 

action. There is sense of 

discomfort with the status 

quo, but not an overall 

consensus in leadership of 

anything being “broken” 

to the point that there is 

compelling need to 

change. 

Emerging; 

division and 

school leaders 

are investigating 

and discussing 

the dimension, 

but efforts are 

often 

fragmented.  

Beyond those 

involved in 

“pilot” projects, 

a significant 

number of 

participants are 

still unaware 

and/or 

disengaged  

The division 

community is 

becoming 

engaged. The 

dimension is 

emerging beyond 

the pockets of 

excellence across 

the division 

(schools & 

departments).   

There are 

increasing levels 

of understanding 

plus formal 

processes, but 

actions do not 

reflect a 

consistent 

commitment. 

The division community 

is fully engaged.  

Educators at all levels, 

plus the community and 

other stakeholders, are 

supportive and fully 

committed. There is 

high levels of 

understanding and 

actions of the 

participants are 

reflective of their 

collective commitment. 

Has developed a widely-shared set 

of beliefs and vision about student 

learning and well-being in the 21st 

century that falls within the 

parameters set by the province & 

was transparently developed and 

engaged multiple school and 

division stakeholders. 

    

 

Beliefs and vision includes a focus 

on "raising the achievement bar." 

    

 

Beliefs and vision includes a focus 

on “closing the achievement gap.” 

 

    

Beliefs and vision include a focus on 

nurturing student engagement and 

well-being. 

 

    

Beliefs and vision for students are 

understood and shared by staff.  

    



 

 

CASS Support for Implementation Professional Practice Standard/Framework 

https://cassalberta.ca 

   41 

Dimension 2: 
Curricula & Instruction 

    

 Awareness/Contemplation Exploration Scaling Up/ 
Established 

Systemic/Thriving 

Supports schools' efforts to 

implement curricula that foster 

students’ deep understandings 

about "big ideas", as well as to 

develop the basic skills students 

need to acquire such 

understandings (please 
consider the Ministerial Order 
on Student Learning). 

    

Works effectively together to 

help provide all students with 

engaging forms of instruction. 

    

Works effectively together to 

help establish ambitious but 

realistic student performance 

standards. 

    

Includes teachers in a majority 

of schools in the division’s 

instructional improvement work 

and assist teachers in 

developing sophisticated 

understandings of powerful 

instruction for students  

    

Works with schools to align 

curriculum, instruction, 

assessment, and teaching 

resources is extensive and 

ongoing manner  
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II. Capacity Building Awareness/Contemplation Exploration Scaling Up/ 

Established 

Systemic/Thriving 

Dimension 4: 
System Wide Efficacy 

    

Provides extensive 

opportunities for staff to 

develop expertise relevant to 

achieving ___ goals. 

    

Creates organizational 

structures and settings that 

support and enhance staff’s 

work and learning. 

    

 

 

 

 

 

 

 

 

 

Dimension 3: 
Uses of Evidence 

    

 Awareness/Contemplation Exploration Scaling Up/ 

Established 

Systemic/Thriving 

Has an efficient and effective 

information management 

system. 

    

Provides schools with relevant 

evidence about their 

performance. 

    

Assists schools in using 

evidence to improve their 

performance. 

    

Creates collaborative structures 

and opportunities for the 

interpretation of evidence in 

schools. 

    

Calls on expertise from outside 

___ for help with data 

interpretation when needed. 

    

Uses appropriate evidence for 

accounting to stakeholders 

    

Makes effective use of existing 

research to guide policy making 

and planning. 
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Dimension 5: 
Leadership for Learning 

    

 Awareness/Contemplation Exploration Scaling Up/ 
Established 

Systemic/Thriving 

Has well-designed and carefully 

implemented procedures for 

identifying, recruiting, selecting, 

appraising & retaining school-

level leaders. 

    

Implements procedures for 

transferring school-level leaders 

that does no harm and, 

whenever possible, adds value 

to improvement efforts 

underway in schools 

    

Ensures that the most skilled 

leaders in the system are placed 

where they are most needed. 

    

Encourages school-level 

leaders, when useful, to 

supplement their own 

capacities with system-level 

expertise. 

    

System leaders expect 

principals to be knowledgeable 

about the quality of their 

teachers' instruction. This is a 

central criterion for selecting 

school leaders and for their 

performance appraisal. 

    

System leaders keep central 

office staff focused on learning 

and they support principals and 

teachers in their efforts to 

improve instruction and ensure 

high levels of learning for all 

students. The system assumes 

responsibility for significantly 

improving instructional 

leadership in schools. 

    

Expects system leaders to 

reflect the practices and 

competences identified in the 

CASS Professional Practice 

Competencies for System 

Educational Leaders as well as 

such other practices as might be 

deemed critical for local school 

system purposes. 

    

Expects school leaders to reflect 

the practices and competences 

identified in the Alberta 

Professional Practice 
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Competencies for School 

Principals as well as such other 

practices as might be deemed 

critical for local school system 

purposes. 
Encourages coordinated forms 

of leadership distribution 

throughout and its schools. 

    

Dimension 6: 
Professional Learning 

    

 Awareness/Contemplation Exploration Scaling Up/ 
Established 

Systemic/Thriving 

Very little time is devoted to 

administrative manners in 

meetings of teachers and 

principals.  Meeting time 

formerly used for such matters 

is now devoted almost entirely 

to professional learning. 

    

Most professional development 

is carefully aligned with system - 

wide and school improvement 

initiatives. 

    

Differentiated professional 

development opportunities are 

provided in response to the 

needs of individual schools, 

administrators and teachers. 

    

Extensive opportunities are 

provided for both teachers and 

administrators to further 

develop their expertise. 

    

Schools provide time for 

collaborative work on 

instructional improvement 

initiatives. Schools are provided 

with the resources they need to 

provide this time and leaders 

are provided with training in 

how best to facilitate such work. 

    

System-sponsored professional 

development is closely aligned 

with the best evidence about 

how adults learn. 
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III. Relationships Awareness/Contemplation Exploration Scaling Up/ 
Established 

Systemic/Thriving 

Dimension 7: 
System Connections 

Division leaders are individually 

contemplating the need or value 

for action. There is sense of 

discomfort with the status quo, 

but not an overall consensus in 

leadership of anything being 

“broken” to the point that there 

is compelling need to change. 

Emerging; 

division and 

school leaders 

are 

investigating 

and discussing 

the dimension, 

but efforts are 

often 

fragmented.  

Beyond those 

involved in 

“pilot” projects, 

a significant 

number of 

participants are 

still unaware 

and/or 

disengaged  

The division 

community is 

becoming 

engaged. The 

dimension is 

emerging beyond 

the pockets of 

excellence across 

the division 

(schools & 

departments).   

There are 

increasing levels 

of understanding 

plus formal 

processes, but 

actions do not 

reflect a 

consistent 

commitment. 

The division 

community is fully 

engaged.  Educators at 

all levels, plus the 

community and other 

stakeholders, are 

supportive and fully 

committed. There is 

high levels of 

understanding and 

actions of the 

participants are 

reflective of their 

collective 

commitment. 

Central office roles are 

interconnected & work is 

undertaken collaboratively in 

the service of a widely shared 

set of purposes. Communication 

among staff is frequent and 

cordial. 

    

School staffs often participate in 

system decisions & are in 

frequent contact with central 

office staff for support and 

assistance. Central office staff 

are in schools frequently and 

know most school staff 

members by name. 

    

Networks and professional 

learning communities are well 

established at both school and 

system levels and have become 

the established way of solving 

problems and taking care of 

other business. 

    

System and ATA local council 

share the same vision for 

student learning  

    

Time and space are provided for 

the local ATA council and 

Employee Relations Groups 

(ERG) to participate in planning 

system and school 
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improvement efforts.  

System and school leaders 

working with the teachers’ 

association and ERG to build 

trusting relationships. 

    

Communicates regularly with 

the Ministry, both formally and 

informally, about system goals 

and directions and encourages 

Ministry collaboration in 

achieving these goals and 

directions. 

    

Provides feedback to the 

Ministry about the relevance of 

its initiatives to system goals 

and directions. 

    

Has a multi-year plan that 

explicitly integrates provincial 

and school system priorities? 

    

Supplements government 

initiatives, when needed, in 

order to increase their local 

impact. Problem-solving groups 

in schools (e.g. PLC’s) consider 

how to implement government 

initiatives in order to get the 

best results for the school and 

its students. 
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Dimension 8: 
Parent and Community 
Engagement 

    

___ provides school staffs with 

helpful opportunities to acquire 

the capacities needed to 

productively engage parents in 

schools. 

    

___ provides school staffs with 

helpful opportunities to acquire 

the capacities they need to 

assist parents in creating 

conditions for their children's 

learning in the home and at 

school. 

    

___ has a formal policy on 

parent engagement and 

conducts periodic audits about 

the extent to which that policy is 

being implemented. School 

staffs and parents are asked for 

evidence as part of these audits. 

    

Community groups are routinely 

recognized for their 

contribution and support and 

consulted on decisions affecting 

the community. School system 

staff are regularly members of 

these groups themselves. 
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Dimension 9: 
School Board Leadership 

    

The Trustees     
Participate in assessing 

community values and interests 

and incorporating them into ___ 

mission and vision for student 

learning and well-being 

    

Help mobilize parents and the 

wider community in developing 

and supporting the vision. 

    

Help create a climate of 

excellence that makes achieving 

the vision possible. 

    

Use divisional beliefs and vision 

for student learning and well-

being as the foundation for 

strategic planning and ongoing 

board evaluation. 

    

Focus most policy making on 

the improvement of student 

learning and well-being 

consistent with divisional vision 

and beliefs. 

    

Identify and fund policies and 

programs/supports that provide 

rich curricula and engaging 

forms of instruction for all 

students and eliminate those 

that do not 

    

Maintain productive 

relationships with senior staff, 

school staffs, community 

stakeholders, and provincial 

education officials. 

    

Provide systematic orientation 

opportunities for new members 

and ongoing training for existing 

members. 

    

Avoid becoming involved in 

school system administration 

(i.e. day to day operations). 

    

Support and act, individually, in 

accordance with decisions by 

the Board of Trustees, as a 

whole. 

    

Organize Board practice to 

foster generative governance in 

addition to fiduciary and 

strategic governance. 
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IV. System Design Awareness/Contemplation Exploration Scaling Up/ 

Established 

Systemic/Thriving 

 Division leaders are individually 

contemplating the need or value 

for action. There is sense of 

discomfort with the status quo, 

but not an overall consensus in 

leadership of anything being 

“broken” to the point that there 

is compelling need to change. 

Emerging; 

division and 

school leaders 

are 

investigating 

and discussing 

the dimension, 

but efforts are 

often 

fragmented.  

Beyond those 

involved in 

“pilot” projects, 

a significant 

number of 

participants are 

still unaware 

and/or 

disengaged 

The division 

community is 

becoming 

engaged. The 

dimension is 

emerging beyond 

the pockets of 

excellence across 

the division 

(schools & 

departments).   

There are 

increasing levels 

of understanding 

plus formal 

processes, but 

actions do not 

reflect a 

consistent 

commitment. 

The division 

community is fully 

engaged.  Educators at 

all levels, plus the 

community and other 

stakeholders, are 

supportive and fully 

committed. There is 

high levels of 

understanding and 

actions of the 

participants are 

reflective of their 

collective 

commitment. 

Dimension 10: 
System Alignment 

    

___ has a systematic and 

ongoing process to 

continuously align its' budget 

with goals for students. 

    

___ has a systematic and 

ongoing process to 

continuously align its' personnel 

policies and procedures with 

goals for students. 

    

___ has a systematic and 

ongoing process to 

continuously align its 

organizational structures with 

staff's instructional 

improvement work. 

    

Adequate amounts of both time 

and money have been allocated 

for the professional 

development of both leaders & 

teachers and those in support 

roles. 
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Dimension 11: 
System Improvement 

    

___’s approach to improvement 

is coherent. A small number of 

key improvement goals are 

consistently pursued over 

sustained periods of time. 

    

Schools are not overloaded with 

excessive numbers of initiatives. 

Considerable effort is made to 

build the capacities needed by 

school staffs for successful 

school improvement. 

    

Improvement efforts in schools 

are guided by explicit and well-

tested frameworks, policies and 

practices, as well as widely 

shared goals that permit local 

adaptation. All stakeholders 

have clearly defined roles to 

play in this approach to school 

improvement. 

    

Integrates new initiatives into 

existing routines and practices. 

Established structures and 

procedures are maintained and 

built on. Care is taken to ensure 

continuity and extension of core 

values. 

    

Dimension 12: 
Leveraging Technology 

    

School and system leaders 

focus on the instructional core 

and the ways in which changes 

in emerging technologies, 

change, threaten, enrich, or 

enhance the instructional core. 

    

___ provides proactive 

leadership and support for the 

implementation of technology 

with a strong vision for learning. 

    

Senior leaders employ IT 

governance to align ___ IT 

strategic direction with the 

division’s goals, to manage IT 

risks and ensure that resources 

are used appropriately. 
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