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E V E LY N  C R U Z

As a school leader, any time you implement something new in your school—
be it a new technology, protocol, or methodology—it is important to get 

buy-in from all stakeholders to help ensure the success of that initiative. This 
involves thoughtful planning, open communication, and hands-on participation 
on the part of a principal.

At my middle school, I recently spearheaded the implementation of a video 
coaching initiative. I prioritized video coaching because I believed it could help 
my instructional coaches (and me) provide the personalized professional learn-
ing needed to support and retain quality teachers at my school. 

I knew that the implementation needed to be well-planned to be well-received. 
Here’s how I approached the process to ensure success.

offered a fl exible toolset for using 
video as part of professional learn-
ing. Our teachers follow an action 
research cycle and select their own 
area of personalized development 
based on a self-assessment rather 
than being assigned one using a top-
down approach.  They then record 
their teaching in action and upload 
it to the platform so they can see 
and refl ect on their teaching prac-
tice. Each teacher’s coach, who the 
teacher selects, can also view the 
videos and provide valuable individu-
alized feedback.

3. Set expectations. Trying some-
thing new can be scary. This is why 
it’s imperative that teachers under-
stand how the technology will be 
used and how it will impact them, so 
they feel positive and comfortable 

using it on a regular basis. As part 
of this, you should communicate to 
your teachers that there is no penalty 
if they don’t use the technology the 
“right” way or if they don’t experi-
ence the results they thought they 
would. For example, we made it very 
clear to our teachers that the videos 
inside the platform, and associated 
coaching, would not be part of any 
type of formal evaluation. Knowing 
this helped further support their buy-
in. When appropriate, you also can 
make involvement in the initiative or 
in using the technology voluntary at 
fi rst, so teachers, especially those who 
may be more technology-reluctant, 
can ease into using the technology at 
their own pace.

4. Roll up your sleeves and partici-
pate. There’s no better way to show 
your teachers you and your adminis-
trative team wholeheartedly believe 
in the technology’s intended purpose 
than to jump in and use the technol-
ogy yourself. I did this by completing 
an action research project focused 
on giving presentations, an area in 
which I feel I could improve. Like my 
teachers, I recorded myself, uploaded 
the videos to the Edthena platform, 
received feedback, and then used the 
data to improve my practice. I’ve also 
found that having an advocate—such 
as a teacher who is really enthusiastic 
and on board with the new technol-
ogy from the start, and who other 
teachers can turn to with questions—
helps ensure a positive experience.

5. Monitor progress. Set bench-
marks and have checkpoints 
throughout the year to make sure 
the program is going well and to 
adjust as needed. Recognizing teach-
ers’ involvement and success with a 
new technology initiative, through an 
end-of-year celebration, for example, 
is another good (and fun) way to 
show your teachers they are sup-
ported and appreciated.   
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Mission Accomplished

1. Identify the need for—and the 
goal of—the initiative. Any new tech-
nology initiative should be targeted 
and help improve operations or out-
comes in some way. In our case, our 
goal was to use technology to more 
effectively deliver differentiated profes-
sional development. In my experience, 
teachers desire professional develop-
ment that is geared to their personal 
needs, is relevant to their content 
area, and is not some “cookie- cutter” 
workshop where everyone learns the 
same instructional practices regard-
less of their prior knowledge. A 
differentiated approach takes into 
account the varied experiences that 
each teacher brings to the table, 
and it validates teachers’ expertise. 
I wanted to make sure our initiative 
took this all into account. 

2. Research and identify a technol-
ogy that will support the initiative. 
Implement a technology that will 
enhance and support the given initia-
tive, not hinder it. Principals should 
research the various technologies 
on the market and fi nd a technol-
ogy partner that will work hand in 
hand with them to make sure their 
needs and goals are being met. In the 
research stage, this can include pilot 
testing a product and talking to other 
schools or districts that have used the 
technology to learn about the pros 
and cons of their experiences.

With our initiative, we researched 
options and chose a video coaching 
platform called Edthena because it 
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Are you new to 
the principal role? 
We’ve got a special 
invitation for you!
If you are in your first two years as a principal, you  
qualify to take part in a one-of-a-kind opportunity: 
the National Panel of New Principals. It’s the only  
program that is exclusively open to new elementary  
and middle-level principals across the nation.  
It’s totally free, and both NAESP members and  
nonmembers are welcome.

As a panelist, you’ll gain insights into how your  
experiences as a new principal compare to your  
peers, share ideas and get access to resources that will  
help you succeed in your new role. And your voice will  
be heard by top education policymakers.
  
Your time commitment is minimal and the rewards are big!
 •   Participate in four to six online surveys during  

the school year on relevant topics. Each survey  
takes less than 10 minutes. After every survey you’ll  
get the results and recommendations from your peers  
in the Rise & Shine brief.

 •   You’ll also receive invitations to special webinars,  
Twitter chats, and virtual book talks with top education 
authors, scheduled throughout the year.

 •   Panelists who complete multiple surveys will receive  
a special Thank You gift from NAESP or one of our 
sponsors. 

We are now recruiting for the 2016-17 school year –  
so join today at newprincipal.org

Rise&Shine
Insights from new principals

Sharing what worked at your school this year. A year of full immersion and on-the-job learning produced a profusion of good ideas! Here’s a quick roundup of some that you shared:

Your Game-Changers: 
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ORGANIZATION AND COMMUNICATION TOOLS 
n    Try Google Classroom and Google Docs: Mentioned by numerous panelists as an   easy-to-use, free suite of tools that greatly enhances time management, staff collaboration,  tracking and record-keeping, and overall communication.   To get started, you need a Google Apps for Education account, which is also free.  google.com/edu/products/productivity-tools/
n    Check out Voxer: A free mobile app that allows you to send voice or text messages to  individuals or groups – can be a great way to connect with colleagues across the country.   voxer.com
n    Use Survey Monkey to collect ideas in ways that make them easy to organize and can be  confidential, if desired. surveymonkey.com

STAFF MANAGEMENT AND TEAM-BUILDING 
n    Hold team meetings during non-school hours: Increase opportunities for your teachers  to collaborate in a focused way by setting aside uninterrupted time for grade level,    special task force or full staff meetings, either before school (such as a weekly “late start”   hour) or after school.
n	 Use teachers for peer-to-peer coaching and professional development: Identify staff  with expertise in different areas who can give their fellow teachers opportunities to    observe them in action or provide consultation.

AND A FEW OTHER CREATIVE IDEAS...
n    Change up the cafeteria experience: To reduce behavioral  or logistics issues, consider staggering lunchtimes by grade    level, or allow classes or grades to earn dining privileges at specially decorated tables. Another idea is to start a Parent  Lunch and Learn, inviting parents to eat alongside their student   and then visiting their classroom for side by side lessons.
n	 Show appreciation throughout the year to your teachers    with seasonal treats, birthday cards – and at one school,  they loved getting a ‘years of service’ pin!  

n    Flip faculty meetings and PD: Allow staff to identify issues and lead discussions,     or try an “Ed Camp” format to make staff learning personal and relevant.
n    Use the Meetings on Paper (MOP) idea to allow for more productive   collaboration time at faculty meetings, and to keep support staff informed.  

STAFF MANAGEMENT 
n    Implement PBIS (Positive 
Behavioral Interventions and 
Support): Dozens of panelists 
report that introducing this 
approach helped their school 
make real progress in creating a 
positive school environment and 
culture for students, teachers, and  
families. Learn more at pbis.org

       And lastly, a big thanks!  We asked for your feedback on your experience with the National Panel of New Principals this year, and are glad to hear that you’ve enjoyed the panel – 96% rated it excellent or good. You also supplied some great ideas for improving it – so stay tuned  for next year!  newprincipal.org

This year, only a little more than half of 
you followed the “traditional” path of 
serving as an Assistant Principal, and there 
was an increase in those who came straight 
from teaching, compared with last year’s 
panel.  There are numerous other posts you 
held within the education community – from 
Instructional Coach, Curriculum Director, 
Dean of Academics, Preschool Director, and 
even Psychologist, and Athletics Director. 

There are more 
routes than ever to 
the principalship.

Rise&Shine
Insights from new principals
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Welcome to the Rise & Shine brief! 
In the year’s first survey we asked you to report on how the year started at your school, 

along with your thoughts on what you hope to accomplish in 2016-17. These survey results 
reflect responses from hundreds of new principals, from all across the nation. 

Who’s on this  
year’s panel?

25% of the respondents 
to this survey were brand 
new principals – just 
starting your first year. 

And 75% are 
comparatively old pros, 
with at least a year under 
your belts. 

Gen Xers are still the 
majority, but Millennials  
are on the rise!
n			3% are under 30 years old
n			34% are in your 30’s
n			46% are in your 40’s
n			17% of you are over 50

What are your schools like?

n			About half your schools   
 now include Pre-K
n			Almost two-thirds – 
 64% – of you are leading 
 Title I schools
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How strong 
was your school opening?
For most, your buildings opened fairly smoothly, though there is always 
room for improvement. Just over half of you report that your schools 
opened with “very strong” scheduling and staffing in place. Almost  
40% were on solid footing with your student data management systems, 
which looks like a positive trend compared with past years. The school 
readiness of your students, teachers and parents was not considered 
“strong” by most of you, and for schools with mental health specialists, 
there were gaps in getting that staff in place. So, there is clearly room  
to grow as the year progresses! 

PERCENT OF SCHOOLS THAT WERE “VERY STRONG” IN...

SCHEDULING COMPLETED  56%

STAFFING IN PLACE  52%

FACILITY SUPPORT SERVICES FULLY PREPARED  49%

STUDENTS ARRIVED READY TO LEARN  41%

STUDENT DATA MANAGEMENT SYSTEMS IN PLACE 38%

TEACHERS FULLY PREPARED  33%

MENTAL HEALTH SPECIALISTS IN PLACE  30%

PARENTS INFORMED AND INVOLVED  29%

One of the best professional development 
opportunities for new principals.          
EDUCATION WEEK
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