“Developing Collaborative Expertise Teams is a must read for any leader who
struggles with obtaining impactful results from their teams. The book provides
a very specific roadmap for a school leader to take their teams to higher levels of
learning and effectiveness, thus positively impacting the culture of the school.”

Vince Naccarato, Principal, USD 309, Kansas

“Clear, accessible, and grounded in practice, Developing Collaborative Expertise
Teams offers school leaders and teacher teams practical guidance for building
authentic collaborative learning cultures. With vivid vignettes and useful tools, it is
an indispensable resource for transforming school communities.”

Jameelah R. Wright, Assistant Professor,
William Paterson University, New Jersey

“This book offers a powerful blend of research-based insights and practical strategies
that leaders can implement immediately. It delivers tremendous value with
actionable examples, clear frameworks, and tools that support real collaboration.
From fostering shared language of learning to addressing implementation gaps
as systemic opportunities, this resource equips school and district leaders with the
clarity and structure needed to strengthen teams and student outcomes.”

Saundra Mouton, Leadership Development Consultant,
Fort Bend Independent School District, Texas

“This is a timely, research-driven roadmap for building collective expertise that
transforms teaching teams into engines of student growth.”

Alexander Roberts, Director of Curriculum and Instruction,
Bering Strait School District, Alaska

“By linking PLC research and Visible Learning to authentic, data-driven strategies
anchored in success criteria, this book empowers teachers, administrators, PLC team
members, and Collaborative Expertise Teams with the tools to deliver high-impact
results at every level of education.”

Patrick Peters, Elementary School Principal,
Alpine County Unified School District, Nevada

“This book provides a clear, research-based roadmap for building the collaborative
expertise schools need to thrive. With practical tools and compelling case studies, it
bridges theory and practice in ways that educators can immediately apply.”

Sarah Lawlor, Instructional Coach/Teacher Leader,
Green Island Union Free School District, New York
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“Developing Collaborative Expertise Teams is exactly the resource today’s schools
need. As an experienced educator and school leader who has studied John Hattie’s
research extensively, I approached this book with a critical eye and was thoroughly
impressed.”

“This book strikes a powerful balance between theory and application. It is rich
with practical tools, rubrics, self-assessments, case studies, and clear guidance for
building collaborative expertise across any school setting. What makes it especially
effective is its accessibility. Even readers unfamiliar with Hattie’s work will find
the concepts approachable and the structure intuitive due to the authors’ clear
writing style.”

“It offers exactly what our leadership team needs to move forward with strategic
coherence and deepen our culture of collaboration. In fact, we plan to use it as the
foundation for a future book study and implementation cycle.”

“This book has the potential to impact not just schools but any organization striving
for collective growth. It’s a timely and valuable contribution to the field.”

Jon Konen, Superintendent, Stevensville Public Schools, Montana

“You are about to enjoy the most practical handbook for developing Collaborative
Expertise Teams in your school.”

Ken Darvall, Principal,
Tema International School, Ghana

“This book not only provides a reason for why school leaders should and need to
consider what they are doing in terms of supporting sustained school improvement
when it comes to student achievement but also supplies practical tools to support
that work. Through real stories, leaders can see how these are utilized in the context
of the school.”

Ray Boyd, Principal, Dayton Primary School,
Department of Education, Perth, Western Australia

“Developing Collaborative Expertise Teams provides practical, realistic, and
useful guidance via actionable frameworks, tabulated high-impact strategies,
implementation tools such as PLC agendas and reflection logs, and realistic
acknowledgments of constraints, positioning the text as a valuable resource for
fostering sustainable educational transformation over a three-to-five-year span.”

Felipe Sepulveda, Professor,
Universidad Catélica de la Santisima Concepcion, Chile

“Developing Collaborative Expertise Teams is one of the most comprehensive
manuscripts that I have had the pleasure to read in quite a while! It provides
practical and useful guidance and will be a resource for a wide array of educators.”

Lynn Macan, Retired School District Superintendent,
Cobleskill-Richmondyville CSD, New York
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“Improving student performance requires engagement, commitment, and
consistency, not only from the student but also, and perhaps even more importantly,
from the adult stakeholders. This book provides a useable and relatable blueprint
to effectively engaging staff for intentional collaboration for the betterment of the
students. The authors present research-based practices and provide vignettes,
graphics, and protocols to introduce those practices in any school environment.”

Martin J. Hudacs, Former District Superintendent,
Pennsylvania

“As an educator, I found this book to be an honest and insightful reflection on the
challenges teachers face in today’s classrooms. The authors skillfully highlight real
issues within the U.S. education system and offer thoughtful, practical strategies to
address them. It is a valuable contribution to the ongoing dialogue about improving
teaching and learning.”

Subuhi Owais, Academic Coordinator,
Pakistan Air Force Women’s Association (PAFWA) Education System
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From Dave:

This book is dedicated to my family. It is through their steadfast support,
understanding, and strength that I have reached this stage in my career. Kristen,
you are an incredible partner, a loving wife, and a devoted mother—I am truly
Jortunate to have you in my life! Nicholas, Zachary, and Jacob, you have all grown
into remarkable young men who bring me immense pride and serve as a true
inspiration. I can’t wait to see the man each of you is going to become. I am deeply
grateful to all three of you for your unwavering love and patience and heaven
knows Dad doesn’t have a lot of patience. So I thank you from the bottom of my
heart for yours!

From Bruce:

This book is for my family. I'm here only because of your steady
love, patience, and strength.

Rebecca—my partner in every sense—thank you for your unwavering faith, your
grace as a mother, and the joy you bring to our life.

Jaxen and Landon—you’ve grown into remarkable men who inspire me daily.

As I step into this next chapter, I carry your love with deep gratitude. I love you.

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



Developing Collaborative
Expertise Teams

Transforming Schools Through
Coherence, Belonging,
and Consistency

Dave Nagel

Bruce Potter

C2RWiN

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



C2RWiN

FOR INFORMATION:

Corwin

A Sage Company

2455 Teller Road

Thousand Oaks, California 91320
(800) 233-9936

www.corwin.com

Sage Publications Ltd.
3rd floor, HYLO
103-105 Bunhill Row
London EC1Y 8LZ

United Kingdom

Sage Publications India Pvt. Ltd.
10th Floor, Emaar Capital Tower 2
MG Road, Sikanderpur

Sector 26, Gurugram

Haryana - 122002

India

Sage Publications Asia-Pacific Pte. Ltd.
18 Cross Street #10-10/11/12
China Square Central

Singapore 048423

Copyright © 2026 by Corwin Press, Inc.

Vice President and Editorial

Director: Monica Eckman
Acquisitions Editor:  Jessica Allan
Content Development Editor: Mia Rodriguez
Editorial Assistant: Natalie Delpino
Production Editor: Neelu Sahu
Copy Editor:  Colleen Brennan
Typesetter: C&M Digitals (P) Ltd.
Proofreader: Lawrence Baker

Cover Designer: Rose Storey

All rights reserved. Except as permitted by U.S. copyright law, no part of this work may be
reproduced or distributed in any form or by any means, or stored in a database or retrieval
system, without permission in writing from the publisher.

When forms and sample documents appearing in this work are intended for reproduction, they
will be marked as such. Reproduction of their use is authorized for educational use by educators,
local school sites, and/or noncommercial or nonprofit entities that have purchased the book.

All third-party trademarks referenced or depicted herein are included solely for the purpose of
illustration and are the property of their respective owners. Reference to these trademarks in no
way indicates any relationship with, or endorsement by, the trademark owner.

No Al training. Without in any way limiting the author’s and publisher’s exclusive rights under
copyright, any use of this publication to “train” generative artificial intelligence (Al) or for other
Al uses is expressly prohibited. The publisher reserves all rights to license uses of this publication
for generative Al training or other Al uses.

Printed in the United States of America
Library of Congress Cataloging-in-Publication Data
Names: Nagel, Dave author. | Potter, Bruce (Educator) author.

Title: Developing collaborative expertise teams : transforming schools through coherence,
belonging, and consistency / Dave Nagel, Bruce Potter.

Description: Thousand Oaks, California : Corwin, 2026. | Includes bibliographical references. |
Summary: “Despite high per-student spending, U.S. educational outcomes remain modest
compared to other developed nations-not from a lack of knowledge, but rather from systemic
flaws in school design. John Hattie’s research identifies Collective Teacher Efficacy (CTE) as

the top factor influencing student achievement (1.01), surpassing factors like socioeconomic
status and prior achievement. However, achieving CTE is a difficult construct for schools to truly
develop. While is not unreachable, many schools flounder in their attempt, not because of a
lack of desire or even faulty efforts, but because most fail to address their purpose. This book
provides a nine-element framework for schools to develop collaborative expertise in teaching.
It distinguishes itself by addressing the critical yet often overlooked aspect of school redesign
necessary for fostering true CTE. While much of the current discourse in education focuses on
resource allocation and instructional strategies, the authors’ model supports these and other
important drivers of school success, but delves deeper into the systemic structures that enable
effective collaboration among educators beyond the room they meet in. By synthesizing Visible
Learning research with frameworks and actions from other high-performing organizations and
the business arena, they articulate a clear, actionable, and adaptable roadmap for schools

to cultivate and augment their current culture of collaboration. The authors move beyond
encouraging teamwork through existing models and structures to intentionally designing
collaborative practices that align with instructional objectives, creating environments where
teachers can leverage their diverse strengths, build trust, and feel psychologically safe”—
Provided by publisher.

Identifiers: LCCN 2026003884 | ISBN 9798348832780 paperback | ISBN 9798348832797 epub |
ISBN 9798348832803 epub | ISBN 9798348832810 pdf

Subjects: LCSH: Professional learning communities—United States. | Teachers—In-service
training—United States. | School improvement programs—United States.

Classification: LCC LB1731.N212026
LC record available at https://Iccn.loc.gov/2026003884

This book is printed on acid-free paper.

26272829303110987654321

DISCLAIMER: This book may direct you to access third-party content via web links, QR codes, or other scannable technologies, which are provided
for your reference by the author(s). Corwin makes no guarantee that such third-party content will be available for your use and encourages you to
review the terms and conditions of such third-party content. Corwin takes no responsibility and assumes no liability for your use of any third-party

content, nor does Corwin approve, sponsor, endorse, verify, or certify such third-party content.

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



contents

© © ¢ 0 0 0000000000000 00000000 0000000000000 00000000000 o

Foreword Xiii
Acknowledgments XVii

Publisher’s Acknowledgments Xviii
About the Authors XXi

Part 1. The Breaking Point—
And the Blueprint 1

A Tough Truth 1
urgency in the Teacher Workforce

It Goes Deeper

Stop Looking Across the

Street—Look Inside 2
A Path Forward: What Data Tell Us 3
Systems Thinking and Collaborative Expertise Are Nonnegotiable 3
Chapter 1. The Need for Expertise 5
The Quest for Expertise 5
The Need for Expertise in Teaching 7
Examples of Enhancing Probability 8
The Need to Scale Expertise in Our Schools 13
Chapter 2. Unlocking Potential: Dismantling
Barriers to Collaborative Educational Expertise 15
Collaboration: True Potential Catalyst for Driving
Collective Expertise 16
It Takes More Than a Model 16
Failed to Live Up to Their Promise 17
Chapter 3. A Model for Developing
Collaborative Expertise 21
A Vision for the Future 22
Conclusion 32

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



Part 2. Collaborative Expertise

Team Framework™ for Impact 35
The Nine CETeam Frameworks for Driving Impactful Collaboration 36
Maximizing Impact: The Interdependence of All Nine Frameworks 38

Chapter 4. Framework 1: Relevance to Role 39
Lack of Relevance = Lack of Engagement 43
2. Align Macro Goals With Micro Actions 47
Example: Empowering Belonging in PLC Settings: Goal to

Action Clarity 51
Prioritizing Collaborative Time Spent on Goals 51
Example: Willow Creek Elementary (45-minute weekly PLC) 51
3. Ensure Transparent Purpose for ALL Aspects of Collaboration 52
Conclusion 55

Chapter 5. Framework 2: Tier 1

Professional Learning: Aligning PL—>PLCs 57
Expertise Is Built by Professional Learning, Not Training 61
Monitoring Consistency: Staying the Course in

Professional Learning 72

Chapter 6. Framework 3: Teams of

Significant Impact 81
Build for Impact Not (Just) Convenience 84
The Structure Must Support the Purpose 85
conclusion 96

Chapter 7. Framework 4: Guiding Questions

Drive Deep Inquiry 97
Consistency of Your Inquiry Model 99
Digging Deeper into Guiding Questions With a What, Why,

How Approach 102
Conclusion 109

Chapter 8. Framework 5: Cognitive Diversity,

The Power of Thinking Differently—Together 111
Utilizing Cognitive Diversity as a Driver of Team

Effectiveness and Impact 114

From Like-Minded to Impact-Minded 121

Conclusion 126

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



Chapter 9. Framework 6: Ensuring Relational

Trust and Psychological Safety 127
Culture is What You Do; Climate Is How It Feels 129
Psychological Safety: The Fuel for the Fire 132
Critical Need for Psychological Safety in Schools 133
Trust: The Key That Unlocks Potential 140
Three Types of Trust, With Relational Trust as the North Star 141
Cohesive Commitments Driven by Developing

Shared Commitments (Values) 144

Chapter 10. Framework 7: Authentic Norms and

Commitments to Drive Effective Collaboration 151
Norms Extend Beyond Education 155
Norms Drive Authentic Adult Engagement 157
Establishing Norms for All Fundamental Aspects of Collaboration 161
Co-Constructing Norms 162

Chapter 11. Framework 8: Team Leadership and

Cohesion: The Anchor of Impactful Collaboration 165

Fostering Cohesion: The Role of PLC Leaders in Developing

Collaborative Expertise 168
1. PLC Leaders/Activators Establish and Protect Strategic Focus 170
2. PLC Leaders/Activators Ensure a Businesslike and

Mature Approach for Collaboration 172
3. PLC Leaders/Activators Support Team in Clarifying Roles and

Maintaining Accountability 175
4. Capitalize on Strengths to Maximize Collective Expertise 178
5. Designing Purposeful PLC Work Through Consistent Use

Routines, Protocols, and Adaptive Action 180
Systemizing Team Collaboration for Maximum Impact 181

Chapter 12. Framework 9: Scaling Success: How to

Expand Collaborative Expertise Across Your School 183
Scaling Success in Schools: Five Drivers of Scalable Impact 186
Driver 1: Clarifying Core Practices—Monitoring What Matters Most 187
Quick Summary 187
Driver 2: Create Conditions for Endurance and Driver 3:

Streamline for Replication 189
Driver 4: Empower Ownership and Driver 5: Embrace Adaptive Growth 192
Putting It All Together—Scaling for Success 195
Avoiding Regression—Working Through the PIT 196
Conclusion: Scaling Success Is the Work 198

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



Chapter 13. A Call to Action, the Courage to

Transform Schools 201
Embracing Strategic Coherence 202
Cultivating Belonging Through Empowerment 202
Ensuring Consistency of Action 202
Leveraging Collaborative Expertise 203
The Courageous Path Forward 203

References 205
Index 211

Visit the companion website at
reso%,;gre]g [% https://companion.corwin.com/courses/
DevelopingCollaborativeExpertiseTeams
for downloadable resources.

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



Foreword

14 he greatest barrier in schools today isn’t knowledge or resources—
it’s the absence of courage.”

This is one of the most striking and important lines in this book. It
is also the reason this book is powerful and timeless, because it provides
exactly what we’re missing—courage.

When I first read the manuscript, I found myself wishing I had the
book earlier in my career. It also sparked a deep desire to share this book
with as many people as possible. Now, you are a proud reader who will
undoubtedly feel the same.

In many cases, we lure ourselves into a false sense of efficacy. Our
organization may be filled with teams that seem to get along and are por-
trayed as competent, even successful. Classrooms are occupied by teach-
ers who put their heads down, close their doors, and replicate the same
practices as usual, even though no noticeable positive results are noted.
This book is a response to that dilemma. John Hattie’s meta-analyses
make the case clear that self-efficacy and collective efficacy are significant
influences on student achievement. However, we know that accountabil-
ity is necessary to promote a sense of efficacy.

We desire to hold people accountable but want to do so without
micromanaging. What we often don’t realize is that what we’re really
going for is a culture of accountability, one in which belonging trumps
compliance. Simon Sinek’s work paired with ample research, including
that of Abraham Maslow and others, indicates the significance and the
urgency of cultivating a sense of belonging in our organizations. It is the
responsibility of the leaders to create an environment that values the con-
tributions of its people, maintains coherence, and consistently monitors
and supports people, so much so that they feel as though they belong to
something bigger than themselves.

Of course, how to go about cultivating this environment can feel over-
whelming or even impossible, thus depleting our courage to focus on the
right things. Leaders often find themselves concentrating on things that
“feel” productive but end up right back at square one, such as ineffective
professional learning communities (PLCs) that are held back by recur-
ring problems (attendance, behavior, test scores, etc.). Another initiative,
program, product, or training is implemented in hopes of addressing
the problems that keep showing up, but little impact is noticed. In fact,
sometimes we notice regression in both staff engagement and student
learning. And so, the cycle goes: problem — external solution — limited
progress — defeat — problem.

Why does this cycle continue? Perhaps it’s because we are drawn
to focus on external solutions. External solutions seem to be easier and
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Xiv DEVELOPING COLLABORATIVE EXPERTISE TEAMS

faster, even when we believe that they won’t produce the desired results.
However, Nagel and Potter offer something different from external solu-
tions. They focus on the deep HUMANITY of people, and that’s why this
book matters so much: The solution always lies within our people. Of
course, this means that we must attend to the critical work of developing
the people within our organization, both as individuals and as teams. We
must steer clear of the assumption that where two or more people are
gathered, authentic collaboration is happening. We must also avoid the
assumption that, because we work with capable, mature adults, we all
have the capacity to collaborate well. I have found in my experience as a
school leader and through work with school teams across the nation that
this is, in fact, not the case. The authors confirm this reality in the scenar-
ios and case studies included in the book.

An aspiring principal once fired a list of questions at me, including
the following: “How do you get everyone on the same page when teams
don’t work well together? What do we do about such large gaps in student
learning? What about teacher resistance—they don’t want to change?
How do we get teachers to stay?” She was, unsurprisingly, overwhelmed
by what feels like big, broad, and nebulous work. At the time, I gave her
a convoluted response that vaguely alluded to the three components of
Collaborative Expertise Teams. But I know I left her more confused than
courageous and confident.

The beauty of this book is its depth of clarity and simplicity for the
reader. In its simplest form, it provides leaders a guide for becoming
the kind of school that boldly claims, “This is how we do things.”
The authors break this simple idea down into three core components—
coherence, belonging, and consistency—and further scaffold these into
nine understandable frameworks.

As master teachers do, these authors scaffold learning for you from
one chapter to another and make it possible to synthesize your learning
across the book in its entirety. The learning objectives at the beginning of
each chapter keep you focused. The scenarios and examples, so intention-
ally placed, will make you feel as though this book was written from your
own experience, or as though it was written about your own school and
teams. And then, the exploration of research, theory, and best practices
are condensed down into applicable, realistic tools and strategies that you
can implement almost immediately.

Rest assured, though, that this book is not one that restricts the
reader to implementing these strategies and tools verbatim. Rather, the
authors clearly value autonomy as they give one the freedom to approach
this work flexibly while maintaining the core components of Collaborative
Expertise Teams.

Even though I dive into school improvement work daily and write
and teach about similar concepts, I found myself deeply moved and influ-
enced by this work. I have gained new ideas that are practical for instruc-
tional leadership teams who are eager to improve their schools. It has
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provided depth of understanding behind systems and frames that I can
now break down into more manageable teachings. And it has given accu-
rate language to concepts that once lacked clarity.

The authors and I have bonded over the phrase, “Clarity Precedes
Capacity®.” You'll notice a theme of clarity in this book. We know that
clarity is important, but we often dismiss it as the depth at which we com-
municate verbally. The truth, though, is that clarity requires action. These
authors give you action steps to both gain and create clarity. They come
at this work from years of personal experience as educators, instructional
leaders, and consultants, showcased in many of the examples included.
And the clarity you will experience while reading this book should evoke
a significant sense of courage that emboldens you to take action.

I know the authors to be outstanding individuals and remarkable
teachers, but I didn’t know if their idea of Collaborative Expertise Teams
could be broken down into an understandable series of components and
frameworks. It just seemed too complex. They did exactly that, and they
did it exceptionally well. I highly advocate that you read this work of art
with teams or, at the very least, with a colleague who serves to multiply
your intelligence—your own collaborative expertise team, if you will. I
encourage you to dig deeply into this material. Pause as you read. Think
deeply. Reflect. Have dialogical conversations that include questions
from the book. Then apply what you’re learning and go back to the book
again, learn some more, and apply your newfound knowledge. Keep in
mind, to know is one thing and to actually do is another.

Winston Churchill was known for saying, “Success is not final, failure
is not fatal: It is the courage to continue that counts.”

We can continue the task of school improvement when we work out-
side of silos and in Collaborative Expertise Teams. The development of
these teams is not an initiative nor is it a prescriptive program. It is a
way of becoming and a way of being. To lead a campus with Collaborative
Expertise Teams is to lead courageously. May this book give you courage
to lead with strategic coherence, cultivate a sense of belonging, and con-
sistently act on relevant evidence. After all, this is how we actually move
the needle and improve our schools.

—Casey Watts, Author of The Craft of Clarity
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of NZJ Learning LLC (named after his three boys) and the founder of the
Center for Collaborative Expertise.

XXi

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



XXii DEVELOPING COLLABORATIVE EXPERTISE TEAMS

Bruce Potter is a career edu-
cator and leader with 30+
years of experience spanning
classroom teaching, build-
ing leadership, and 11 years
as a district superintendent.
In 2013, he secured special
legislation—signed by the gov-
ernor of New York—to open a
public school serving at-risk
and special education students
identified as likely dropouts;
over six years, that school
achieved an 80% graduation
rate. Today, Bruce continues to
consult with his former district
following its Visible Learning
Associate-Level School certifica-
tion, developing Collaborative Expertise Teams (CETeams) Framework™
using the model featured in this book.

Bruce’s work, focused on turning research into daily routines, has
earned national recognition for redefining success for historically under-
served students. He has presented district results at multiple national
conferences, consults independently with Corwin, and co-founded the
Center for Collaborative Expertise. His approach centers on fostering
collaborative expertise through engaged professional learning commu-
nities (featured in The Learning Professional, Feb. 2025), assessing staff
readiness, and sequencing supports so change sticks. Bruce is co-author
of Grading Visible Learners: Learning With Fluidity, Not Finality, and
is widely regarded for practical implementation, system coherence, and a
relentless focus on impact.
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PART 1

THE BREAKING
POINT-AND
THE BLUEPRINT

A Tough Truth

Despite substantial investment, the United States struggles with a discon-
nect between educational spending and student outcomes. American stu-
dents consistently lag behind their global peers in mathematics and science,
raising urgent questions about resource allocation and system effectiveness
(Organisation for Economic Co-operation and Development [OECD], 2023).

The situation is more nuanced than global rankings suggest. Although
academic performance correlates with economic growth, the link between
resources and results is not straightforward, particularly in a diverse and
decentralized nation like the United States (Zhou, 2024). In the United
States, with the largest student population among OECD countries in
2022 and a fragmented education system, expectations and instructional
quality vary widely across states and districts.

Demographic diversity complicates this landscape further, with the United
States serving a higher percentage of disadvantaged students compared
to many other countries. Critics of international assessments like PISA
argue that this diversity shapes outcomes but does not lessen the urgency
for reform; rather, it amplifies it. James Harvey (2000) warned that schools
risk becoming victims of change if they do not lead it—a message that
resonates even more today as student outcomes stagnate in a volatile
environment requiring systemic solutions (Martin, 2024).
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Urgency in the Teacher Workforce

Nationwide teacher shortages are reaching crisis levels. Creating a cul-
ture of collaborative expertise takes time and trust, yet many schools
struggle to keep classrooms staffed. Recruiting talented educators is only
part of the challenge; retention is critical. When educators feel unsafe
questioning plans or proposing new ideas, they disengage and often
leave, disrupting school capacity.

These issues can be overlooked as school leaders may focus solely
on achievement scores while missing signs of disengagement during
team meetings or feedback sessions. In March 2025, the Learning Policy
Institute reported that 90% of teacher vacancies result from voluntary
departures due to low pay, poor working conditions, and inadequate sup-
port. Teachers are leaving environments that fail to honor their voices
and growth.

The financial toll is significant, with teacher turnover costs ranging
from $12,000 per departure in small districts and over $25,000 in larger
systems—costs that translate into lost relationships and continuity for
students.

It Goes Deeper

High teacher turnover undermines student learning and broader school
improvement efforts. Schools with high turnover rates see decreased stu-
dent achievement—especially in reading and math—and incur substantial
costs for recruiting and training new staff. According to research from
the University of Texas at Austin, turnover erodes shared goals and insti-
tutional memory while fracturing trust needed for sustained problem-
solving (Holme et al., 2024). Until we create environments where
teachers feel safe and supported, we will continue losing essential talent.

Stop Looking Across the
Street—LooK Inside

A significant blind spot in education today is the focus on structural
reforms rather than internal improvements. Research by John Hattie
shows that variance in student achievement exists within schools rather
than between them—the real issue lies within individual classrooms.

This mirrors corporate findings by Marcus Buckingham that perfor-
mance differences exist between teams working under similar conditions;
success comes from allowing individuals to utilize their strengths daily.
Instead of chasing models or rebranding failing schools, we must identify
advantages within our buildings to ensure every educator can perform at
their best.
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A Path Forward: What Data Tell Us

Creating meaningful educational opportunities is crucial for long-term
economic mobility. While academic success alone doesn’t erase poverty’s
effects, strong outcomes significantly increase students’ chances of earn-
ing a living wage as adults.

However, too many students fall behind without targeted interven-
tion. A TNTP (2024) study identified just 5% of elementary and mid-
dle schools—28,000—that accelerate student learning by over 1.3 years
annually through common practices: fostering belonging, delivering
grade-level instruction consistently, and maintaining coherent instruc-
tional systems across classrooms.

Systems Thinking and Collaborative
Expertise Are Nonnegotiable

These successful schools demonstrate that transformation comes not
from quick fixes or charismatic leaders but from deep investment in
people and practices that matter most. In today’s complex educational
environment, transformation requires systemic thinking—connecting
classrooms, teams, and structures.

Collective teacher efficacy—the shared belief among educators that
they can significantly impact student learning—is a powerful driver of
improvement (e.g., Hattie’s 2012 visible learning research). Building this
efficacy through collaborative expertise emphasizes trust, shared respon-
sibility, and aligned action throughout the system.

This work demands immediate clarity, commitment, and intentional
implementation over the next three to five years. We cannot afford to
maintain the status quo of fragmented professional development, siloed
teams, and low-leverage routines. Instead we must change the nar-
rative to move toward ongoing job-embedded professional learning,
transformative collaboration, and high-impact strategies that drive sys-
temic change.

The stakes are critical. A 2023 Work in America™ survey (American
Psychological Association, 2023) revealed that 92% of employees want to
work in organizations that prioritize their psychological well-being. When
educators feel safe, supported, and valued, they not only stay but thrive.

Building collaborative expertise is essential for unlocking the poten-
tial of both students and staff. It’s the key to creating schools that not
only respond to current challenges but actively shape a better future. The
time to act is now—Tlet’s seize this opportunity for meaningful change!

This book provides a roadmap to achieve significant school improve-
ment, with an accompanying Online Implementation Guide to serve as your
personal GPS.

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



The Need for
Expertise
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“Experts were once amateurs who kept practicing.”

—Amit Kalantri, Wealth of Words

The Quest for Expertise

When we witness expertise it captivates our attention, particularly in
the vibrant landscapes of entertainment. There are breathtaking perfor-
mances of athletes like Simone Biles or Shohei Ohtani, where their stun-
ning feats defy gravity with grace or mystify us with precision and power,
or musicians like Billy Joel, whose fingers dance effortlessly across piano
keys while his mouth perfectly cues his harmonica while we echo lyrics
like “It’s 9:00 on a Saturday.” As we witness such extraordinary talents,
we can’t help but marvel at the heights of human achievement.

At its core, expertise embodies profound mastery—an accumulation
of knowledge and skill forged through years of experience, education,
relentless practice and most of all reflection. Ultimately, it is through
examining what is working, what needs to be changed, and what should
be replicated that one truly understands the journey that has forged their
expertise.

5
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G)W would you define or describe expertise in teaching/education?

sSuccess Criteria

After reading this chapter, the reader will be able to

1. Distinguish between experience and expertise

2. Explain why ongoing reflection, adaptation, and evidence-based
practice are essential for achieving true mastery in any profession,
including teaching

3. Explain how the concept of “practice” supports the development
of expert professionals over time

4. Explain the need to scale expertise among educators within
schools, which can reduce variability of impact and improve
outcomes for all students

Experience Is Not Synonymous With Expertise

In our daily lives, we actively seek out skilled professionals which we
perceive to have expertise in their field all of the time—accountants,
plumbers, wedding planners, and landscapers to name a few. Many
times businesses will advertise how many years they have provided their
services to the public. We expect these individuals to possess a certain
amount of genuine acumen in their field and thus sometimes pay a pre-
mium for their services based on the reputation of their level of expertise
in their field.

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.



CHAPTER 1. The Need for Expertise 7

Figure 1.1 Fields Defined by Results-Based Expertise

Example of Expected Result That Is Contingent on
Field Payment for Services Rendered

Accountant Taxes completed and filed properly, on time, including all
possible tax write-offs and redemptions

Plumber Leaking bathroom pipe fixed with minimal disruption to
surrounding infrastructure of house

Wedding A beautifully organized and memorable event that reflects

Planner the couple’s vision with as few as possible hiccups on the
big day

Landscaper A beautifully designed and functional outdoor space that

enhances curb appeal and provides enjoyment for the
homeowners while requiring minimal maintenance

What do you notice about all four examples in Figure 1.1? In each
situation what are we paying for? The result. There is an expected and
often guaranteed outcome to be delivered before payment is due. Until
my bathroom pipe is fixed, and the mess from doing so is cleaned up, I do
not write the check or submit payment on my credit card.

Imagine you have a legal problem or health issue. You still seek out
established professionals the same way but not for guaranteed results.
Physicians and attorneys will not give us a promise of a guaranteed out-
come. Instead, we invest even more in them for their expertise, trusting
they’ll improve our chances of achieving the best outcome because they
will apply the best and most current research and actions.

Attorneys and doctors refer to their work as a “practice,” highlighting
a lifelong commitment to learning and refining their skills. This perspec-
tive acknowledges that even the most accomplished professionals face
ongoing challenges and must stay updated on evolving knowledge. Such
a mindset fosters humility and dedication, urging them to remain open
to new information, which ultimately benefits their clients and patients.

Recognizing that each case is unique, their practice requires adapt-
ability and critical thinking. Mastery involves not just understanding
complex concepts but also effectively applying that knowledge in real-
world situations. Think back to a Los Angeles Dodgers game or a Billy
Joel concert—while we expect athleticism and artistry, we know there
won’t always be a home run or a perfect note every time.

The Need for Expertise in Teaching

We must recognize teaching expertise as a valued practice, akin to that
in medicine and law. Mastery in education involves not only under-
standing complex concepts but also applying this knowledge effectively
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in real-world contexts. Researcher Dylan Wiliam highlights that effec-
tive teaching hinges on a teacher’s ability to assess student needs and
adapt instruction accordingly. Like medical professionals and lawyers,
educators must evolve with changing student requirements, curriculum
updates, and pedagogical advancements. This journey of continuous
reflection, experimentation, and adaptability enhances the educational
experience.

Both teaching and professions such as law and medicine demon-
strate that expertise grows through practice and emphasize the impor-
tance of mentorship and lifelong learning. Breakthroughs in medicine
inform current practices, just as studies by Robert Marzano show that
effective teaching strategies stem from a deep understanding of content
and pedagogy. Like doctors, educators must continuously refine their
skills to enhance learning effectively.

Guidance for the Practice of Teaching

Developing expertise in education requires adhering to research—both
recent findings and time-tested principles. By grounding our practices
in evidence-based strategies, we boost the likelihood of positive student
outcomes. John Hattie’s research, as outlined in Visible Learning: The
Sequel (2023), provides valuable insights into factors that enhance the
probability of student learning. After 25 years of examining over 2,103
meta-analyses and data from 132,000 studies involving 300 million stu-
dents worldwide, Hattie’s findings highlight that while no instructional
strategy guarantees success, certain practices significantly raise the
chances of desired outcomes (see Table 1.1).

The average effect size across educational interventions in Hattie’s
analyses is 0.4, suggesting many practices yield about a year’s growth in a
single academic year. Strategies with an effect size above 0.4 are consid-
ered “above average,” indicating a stronger positive impact on learning.
An effect size of 0.8 or above is “well above average,” potentially doubling
student learning rates.

Examples of Enhancing Probability
Wearing a Seatbelt
D Impact: Significantly increases safety in a car accident.

D Enhanced Impact: Combined with safe driving practices, it
further improves safety chances.

Not Smoking

D Impact: Drastically reduces the risk of lung cancer.

D Enhanced Impact: Paired with a healthy diet, exercise, and
proper rest, it improves overall health.
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Providing Feedback (d = 0.51)

D Impact: Enhances chances of improved student performance.

D Enhanced Impact: Effective feedback specific to cues and next

steps in learning (d = 0.92) is even more impactful.

Table 1.1 Example Influences With High Potential for
Positive Impact
Average

Influence Short Description Effect Size
Teacher Accurate estimates of student achievement d=1.29
Estimates of | guide expectations, challenges,
Achievement | placements, and instruction through

questioning, observation, assessments, and

presentations.
Teacher Students view teachers as credible d=1.09
Credibility authorities based on competence,

trustworthiness, and care, prompting

questions like, “Can | seek feedback from this

teacher?” and “Should | invest in their tasks

to improve my learning?”
Jigsaw The jigsaw method is a cooperative learning d=.92
Method strategy where students research subtopics

in expert groups before sharing findings

within their home groups, ensuring everyone

learns about all topics.
Teacher Teacher clarity involves organization, d=.85
Clarity explanation, examples, guided practice, and

assessment, that is, clearly communicating

lesson intentions and success criteria.
Problem- PBL engages students in actively d=.78
Based investigating real-world problems and
Learning challenges through collaborative, hands-on

projects.

Source: https://www.visiblelearningmetax.com (Data pulled Sept. 17, 2025).

Hattie’s research guides educators by providing a framework to select
strategies that maximize successful learning outcomes. While not a strict
script, certain practices are essential for achieving significant impacts. By
prioritizing high-impact strategies and refining our approaches, educa-
tors can enhance effectiveness and elevate student achievement. Instead
of seeking guaranteed results, we focus on strategies that increase the
probability of success, just as medical professionals adapt methods for
optimal patient outcomes.
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7@ Teaching Should Mirror Medicine and
{e)) Shift Practice Toward New Evidence

In 2016, Dave had a meniscus tear injury and sought medical attention.
Following surgery in December, he resumed running by 2019.

In November 2022 when he was running, he felt a grinding pain in his knee that
he had never felt before. He went to see another knee specialist, where he was
made aware that he no longer had a meniscus in his left knee and his days of
running were probably over.

Dr. Aaron Krych, orthopedic surgeon at Mayo Clinic, noted that past meniscus
removal almost guarantees arthritis, impacting athletic function. Today, they repair
tears that were once deemed irreparable. Recovery from repair takes six to eight
months, with tailored rehab improving outcomes. Had Dave’s injury occurred just
a year later, advances in treatment could have offered him a different path.

Round robin reading (RRR) remains prevalent in K-8 classrooms, with over half
of teachers still using it, despite its ineffectiveness. Literacy expert Timothy
Shanahan warns that without change, RRR could persist for another 50 years.
While reading aloud is vital for fluency, RRR can induce anxiety in reluctant
readers, fueling a dislike for reading (Shanahan, 2019).

Students often focus on their turn rather than understanding the material,

leading to poor comprehension. RRR also models dysfluent reading, passing
mispronunciations among peers and undermining fluency. Additionally, turn-taking
reduces the total reading time for each student and may lead to off-task behavior.

Fortunately, more effective alternatives, such as guided and paired reading, can
foster reading confidence and fluency. Just as we wouldn’t expect doctors to rely
on outdated methods deemed less or even ineffective than previously thought,
Chould we not embrace the same practices in education?

Shifting Paradigms About
What We Think Works

Hattie also highlights educational practices that warrant less investment
or should be avoided, emphasizing the need for evolution in education.
Just as knee surgery has shifted from removing damaged tissue to repair-
ing it, some traditional practices may seem impactful but offer limited
returns when implemented in isolation.

The three influences in Table 1.2 highlight that we should not auto-
matically expect a high impact on learning from specific approaches by
default. For instance, individualized instruction shows a positive effect
on student learning with an effect size of d = .24, but this is still below
average. This does not mean we should avoid tailoring instruction to meet
specific learners’ needs; rather, we must be cautious to ensure that other
essential factors—such as teacher clarity, feedback, and credibility—
are also in place. For example, wearing a seatbelt while driving, after
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Table 1.2 Example Influences With Positive (Average) Possible

Impact
Average

Influence Short Description Effect Size
Individual Instruction that provides personalized d=.24
Instruction feedback, timely interventions, and adaptive

lessons to meet diverse learning needs and

ensure mastery.
Within-Class | Organizing students into small groups by d=.16
Grouping interest, skill, ability, or various other factors

within the regular classroom.
One-on-One | Each student uses a laptop or computer device | d =.16
Laptops (iPad, netbook, tablet, computer, or other).

consuming several beers and texting, may undermine the safety bene-
fits that the seatbelt provides. Similarly, giving all students a laptop for
research without providing clarity in the task or monitoring if they are
browsing TikTok instead of examining the causes of the fall of the Roman
Empire is unlikely to enhance their social studies knowledge or skills.

What Expert Educators Should Avoid—or At Least Prepare For
Table 1.3 highlights some actions that educators should be mindful of the

potential extremely low or negative impact on learning.

Table 1.3 Example Influences With Negative Possible Impact

Average
Influence Short Description Effect Size
Perfectionism | Perfectionism involves students setting d=.03
excessively high and often unrealistic
standards of performance.
Suspension/ When students are removed from the school d=-.20
Expulsion of permanently or temporarily, usually for
Students adverse behavioral or safety issues.
Retention The practice of retaining a student in a single d=-.24
grade level in the next academic year because
she or he has not made adequate progress.
Lecture The instructor presents uninterrupted to a d=-.41
more passive audience. (All studies
negative)
Teachers Consider two students of the same d=-.53
Labeling personality, behavior, or aptitude; label one
Students (e.g., Asperger’s, naughty, struggling) and
not the other. This research investigates the
effects of these labels. Labeling can lead
to effective intervention or discrimination or
exclusion.
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12 PART 1. THE BREAKING POINT—AND THE BLUEPRINT

The influences outlined in Table 1.3 identify key factors to avoid
in the pursuit of academic success and prompt a reexamination of
our educational approach. For instance, perfectionism (d = .03) is
often internalized early, leading to stress and risk aversion in learn-
ing. Elementary teachers should avoid over-celebrating perfect work;
an assignment scored at 100% most often signals one specific truism—
the assignment was too easy. What often happens to students is they
develop a schema for loving how the praise for perfect work makes
them feel. As they progress in their educational careers they desire
the feeling that comes from the recognition of perfect work, which
causes them to avoid taking risks in their learning. A more constructive
response would be, “That’s great! What do you think your next learning
step should be?”

Additionally, while we’ve unfortunately had to suspend or expel
students for safety reasons, consistently implementing restorative prac-
tices can minimize unnecessary disciplinary actions. Teacher labeling
(d = -.53) raises concerns about whether it fosters effective intervention
or contributes to discrimination and lowered expectations. Sometimes
students demonstrate an accelerated level of learning compared to their
peers, which leads to the label of being gifted. A fair question, “How come
so many gifted kids don’t become gifted adults?”

A commitment to evidence-based practices is essential in education.
Hattie’s research shows the importance of effective instructional leader-
ship and collaboration among educators, mirroring how medical profes-
sionals refine their practices to enhance outcomes. Just as doctors rely
on proven methods, educators should adopt strategies grounded in solid
research, creating a culture of continuous improvement. Expert educa-
tors prioritize effective practices while knowing what actions to avoid.

/What key factors shape the instructional decision-making process
among educators in your school? How are those decisions monitored
for impact?
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The Need to Scale
Expertise in Our Schools

There are specific common factors that drive student learning and
achievement to high levels. Teachers and school leaders often perceive
their schools or students as unique. Each school has its own culture and
challenges, yet overwhelming evidence indicates that effective teach-
ing strategies and educational frameworks share significant similarities
across settings. By focusing on these successful practices, we can enhance
student outcomes on a larger scale.

Another truism in our profession is that teachers are not created
equally. Hattie has argued that within-school variability, the difference
in impact between two teachers, is a more significant barrier to student
learning than differences between schools. In Western countries, the
average percentage of variability between schools is 36%, while 64% is
due to variance within them (OECD, 2010). Therefore, what happens
within your school is most critical. Leaders have excellent opportunities
to reduce this variability and elevate the impact of all your educators.

Expertise extends beyond knowledge; it involves professional devel-
opment and embracing innovative ideas. Educators must continually
adapt to diverse student needs and engage in reflective practices that
assess their effectiveness. By blending experience, a commitment to con-
tinuous learning, and ongoing reflection, teachers can ensure their meth-
ods remain relevant in a rapidly changing educational landscape.

Collaboration: A Driver
for Scaling Up Expertise

In sports we have witnessed teams transform in a short period of time
from mediocrity to champions through focused strategies like aligned
team defense, intentional attention to detail, and fundamentals. Schools
can also elevate their impact on student learning and progress by pro-
moting intentionally effective teaching actions and aligned efforts.
Unlike sports teams that frequently adjust their rosters from year to year,
schools must enhance the skills of their existing faculty and cultivate the
expertise from within their ranks. School leaders play a vital role in this
by ensuring that all educators receive necessary resources and support,
rather than only focusing on standout teachers.

Harnessing this collective expertise involves creating networks for
educators to exchange insights and collaboratively develop effective strat-
egies. Professional learning communities (PLCs) are essential for fos-
tering continuous improvement and turning schools into true learning
communities. Teachers and administrators should engage in classroom
observations and collaboratively analyze student work to deepen their
understanding of one another’s roles.
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Involving all stakeholders in improvement planning through inquiry
cycles—identifying progress and areas for change (Eckert, 2022)—is cru-
cial for advancing learning. Additionally, fostering risk-taking among
educators and emphasizing innovative teaching approaches can alleviate
anxiety about missteps. Confident educators, using research-based strat-
egies, foster a culture of exploration and innovation (Edmondson, 2016).

Developing collective expertise also involves ensuring there are mul-
tiple ways for teachers to learn and develop. In Developing Teaching
Expertise, Dunn and Hattie (2022) call for five tenets to consider:
develop a mindset of acceptance, empower teachers to respond to their
own contexts, form teams not individuals, design lean improvement pro-
cesses, and foster psychological safety (p. 33).

Finally, and perhaps most importantly, professional development or
even more professional learning must prioritize the most current and
evidence-based practices combined with ongoing coaching and support.
Investing in the professional learning of specific high-yield instructional
techniques also leads to a shared understanding of effective practices.
Coaching and mentorship are then needed to further refine educators’
skills. By focusing on successful teaching methods and providing sustained
support, we can cultivate a culture of high achievement for all students.

A

Chapter Reflection Questions

1. In what ways do you actively engage in the continuous practice of
teaching, and how does this reflect the concept of “expertise as a
journey” rather than a destination?

2. How do you distinguish between experience and expertise in your own
teaching practice and that of your colleagues?

3. What instructional practices or beliefs do you currently hold that may
not be supported by evidence, and how open are you to adjusting
these in pursuit of greater expertise?

This book is a call for courage—the courage to challenge the status
quo without dwelling on what we lack but instead making the absolute
most of what we have. That is real courage.

Do you have the courage to identify the teachers making the greatest
impact, to build collective strength around them, and to invite all others
into that work?

The greatest barrier in schools today isn’t knowledge or resources—
it’s the absence of courage. This book is your invitation to step for-
ward with it.

Copyrighted Material, www.corwin.com. Not intended for distribution.
For promotional review or evaluation purposes only. Do not distribute, share, or upload to any large language model or data repository.





