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PHASE 1: OVERVIEW 

This initial phase has four primary objectives:  

1. Secure commitment among district leadership to extend the reach of excellent teachers and build an 
Opportunity Culture; 

2. Organize district design team to drive design and implementation;  
3. Assess district readiness; and 
4. Set overall vision for initiative. 

1. SECURE LEADERSHIP COMMITMENT 

Action Steps 

 Introduce the Opportunity Culture initiative to 
key members of the school district leadership 
team and to key district staff who will oversee 
the design and implementation of the effort 
district-wide 

 Formalize the district’s commitment to 
extending the reach of excellent teachers 
through adoption of an MOU by critical 
members of the district leadership team and 
school board, as needed for making role, pay, 
budget, and other likely changes 

Before initiating an Opportunity Culture, district and 
CMO leaders must first understand and support the 
five Opportunity Culture Principles, illustrated at 
right: reaching more students with excellent 
teachers, for more pay, within budget, while 
creating in-school time for teachers to plan, 
collaborate and improve, and matching 
accountability and authority to each person’s 
responsibilities. 

Success in building an Opportunity Culture begins 
with a firm commitment from key district 
leadership, such as the superintendent and the 
school board. This common commitment must be 
secured at the beginning of the process, and it must 
be both to pilot “reach” models and to scale up 
successful efforts.  

Leaders of district departments that will need to 
allow waivers from district policies during pilots and 
to make lasting changes during scale-up must be on  

board, as well. These include at least the leaders of 
human resources, finance, and curriculum and 
instruction, as well as any assistant superintendents 
or similar leaders overseeing multiple schools.   

When personnel changes occur among district 
leaders or board members, the district design team 
and external partners must inform and engage new 
leaders in the change, with the full support of the 
superintendent.  
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At this point, district leaders should ensure they can 
adhere to—and continue to refer to—their 
Memorandum of Understanding.  

Note: It may help in making this commitment to an 
Opportunity Culture for district leaders to 
underscore the value to the district of being 
identified with the national Opportunity Culture 
movement. As the number of schools and districts 
creating an Opportunity Culture continues to grow, 
the phrase “Opportunity Culture” is increasingly 
entering the education lexicon. Opportunity Culture 
national publicity has included coverage by NPR, a 
series of columns by Opportunity Culture educators 
on Real Clear Education and The 74, and articles in 
Education Week, among many other mentions in 
local media, national blogs, and social media. When 
teachers come across these media mentions or hear 
about the work at national conferences, they may 
search online for the term.  

So as a district prepares to design and recruit for 
Opportunity Culture positions, leaders should not 
spend precious time creating another identity for 
their initiative. Districts would be better served 
focusing time and resources on their school models 
and recruitment and outreach to teachers, not on 
rebranding the concept or creating new logos. The 
phrase “Opportunity Culture” has become known, 
and the district will want online searches for it to 
point people in its direction to aid in recruiting. 
Parents, staff, and philanthropists who may be 
interested in supporting a school’s transition who 
want to learn more will, in searching “Opportunity 
Culture,” be able to see the power of what other 
schools around the country are doing, and see 
videos in which they can hear directly how pleased 
teachers and students are with the new models.  

Several resources, such as presentation slides, 
videos, and background reading materials, are 
available to help introduce the Opportunity Culture 
initiative to key leaders and are listed in the table at 
the end of this section.  

2. ORGANIZE DISTRICT DESIGN TEAM TO DRIVE DESIGN 

AND IMPLEMENTATION 

Action Steps 

 Establish a district design team with at least one 
district design team leader who will be 
responsible for overseeing design and 
implementation 

 Secure necessary consultants or partners to 
support the design phase, and clarify their 
roles/responsibilities, including whether they 
will work with individual schools, as needed 

Once the district leadership has committed to an 
Opportunity Culture, the superintendent should 
assign key leader(s) to oversee the work, including 
district-level design and implementation. At a 
minimum, this should include a district design team 
leader and a district design team, who may need to 
work with consultants and partners over the course 
of this work. 

The district design team leader must grasp and 
embrace the five Opportunity Culture Principles, 
and have a strong track record of organizing change 
within a large organization. This person also must 
commit a significant portion of his/her work time 
over three to four years to ensure success of pilot 
schools and scale-up. 

Key actions for the district design team leader 
include: 

 organizing a district design team to help lead 
the design and implementation work; 

 securing external partners and consulting 
support that might be needed temporarily; and 

 driving the planning and implementation of 
the initiative.  

 
Key actions for the district design team and its 
external consultants include: 

 identifying gaps and barriers to building an 
Opportunity Culture;  

 establishing the overall vision for the initiative;  

 establishing design parameters needed at the 
district level (see Phase 2 for details); and 

 monitoring progress and taking action to 
ensure success in design, implementation, 
and—later—scale. 

 Ensuring funding for transition costs, for four 
years of design, piloting, and scale-up, with 
help from the superintendent.  

The district design team will need to establish and 
execute a clear process and timelines for keeping 
district leaders, including the superintendent, 
informed of progress and involved in making critical 
decisions.  

http://opportunityculture.org/wp-content/uploads/2014/09/Opportunity_Culture_Toolkit_Sample_Memorandum_of_Understanding-Public_Impact.docx
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The superintendent must determine with the 
district design team leader what decision authority 
the district design team has and what decisions 
need to be made by the superintendent. When the 
superintendent has decision authority, the design 
team must present recommendations and 
alternative options in a timely manner, and the 
superintendent must make decisions rapidly—in 
consultation with the design team and external 
advisors—so that the team may move forward with 
design and implementation.  

See also the Opportunity Culture District Action 
Steps for an overview of responsibilities.  

Districts may need external help and additional 
capacity to design and implement an Opportunity 
Culture. The district design team overseeing the 
work should proactively identify areas where 
external partners and consultants could provide the 
most support—not only to the district, but also to 
participating schools. Areas where external partners 
and consultants could support implementation 
include: 

 Provide school model options for schools to 
consider and tailor  

 Provide tools to help schools analyze their 
student needs and staff capabilities  

 Help schools form school design teams that 
include teachers to lead the design and 
implementation of the effort  

 Facilitate the process to help school teams 
choose and tailor model(s) to extend their 
excellent teachers’ reach, and to fit other goals, 
values, and needs of students and teachers  

 Document each school’s chosen model(s) for 
clarity and easy communication  

 Document each school’s implementation plan 
(transitional steps, roles, timing, costs, etc.), 
and same at district level if needed  

 Ensure design and transition plan sign-off by the 
district design team (and others, if needed), 
collaborating with each school’s design team 
leader  

 Prepare communications materials to help 
principals and school design teams share and 
generate commitment to the Opportunity 
Culture vision and specific models chosen by 
each school (to teachers, staff, parents, 
students, community)  

 Help schools select and set up technology 
infrastructure, where needed  

3. ASSESS DISTRICT READINESS  

Action Step 

 Assess district readiness and identify barriers to 
building an Opportunity Culture that should be 
tackled in the design phases 

As the district design team and district leaders 
consider when and how to move forward, they 
should assess district readiness and identify 
potential barriers the district should address as it 
builds an Opportunity Culture. In most locations, 
barriers will include policies and district 
administrative systems. Existing policies and 
systems were designed for schools with one teacher 
per classroom. New policies and systems must 
support team teaching in new staffing models with 
differentiated roles.  

Barriers are no reason to stop progress. They are 
simply problems that the district design team will 
solve during the design, pilot, and scale-up phases.  

Policy changes: District design team leaders, 
working with the superintendent, may need to 
make policy changes to identify, develop, leverage, 
reward, retain, and attract excellent teachers. The 
right policies can help ensure that excellent 
teachers reach more students and develop their 
peers, for more pay—consistently, and within 
budget. For example, the district must be able to 
identify excellent teachers whose reach will be 
extended. The district may need to improve its 
evaluation system or add elements that help 
determine which teachers are ready to lead peers. 
The district may need to seek changes at the state 
level, when state-level policies limit district options.  

In some cases, districts may be able to obtain 
waivers to pilot changes in some schools, while 
pursuing permanent policy changes. Districts with 
state policies that limit change may need longer to 
implement a lasting, widespread focus on teaching 
excellence. Phase 2 addresses the need for 
supportive policies in greater detail.  

System changes: Administrative system changes 
also may be needed, especially in human resources, 
budgeting, accountability, and technology. 

http://opportunityculture.org/wp-content/uploads/2016/12/Opportunity_Culture_Toolkit_District_Action_Steps-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2016/12/Opportunity_Culture_Toolkit_District_Action_Steps-Public_Impact.docx
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The Initial Assessment for Districts tool provides 
key criteria and indicators of readiness to use in 
conducting this review, as well as a list of basic 
policies and practices that will help with 
implementation of an Opportunity Culture.  

4. SET OVERALL VISION  

Action Step 

 Set overall vision for implementation  

Building on the district leaders’ initial commitment, 
the newly established district design team must 
clarify and communicate the overall vision for the 
Opportunity Culture work. This statement of the 
district’s vision will guide further design decisions 
and communications at the district and school 
levels. This vision statement might: 

 explicitly state the district’s commitment to the 
Opportunity Culture Principles;  

 articulate additional district-level values, goals, 
and priorities that school-level changes should 
address;  

 determine an overall timeline for 
implementation; and  

 establish overall goals for student learning 
improvement. 

For example, a statement might include a 
commitment to the five Opportunity Culture 
Principles, specific pay increase goals, daily job-
embedded planning/development time goals, 
inclusion of all four core subjects and world 
languages, and district-wide implementation within 
five years.  

Some districts may be ready to make explicit, bold 
commitments to specific reach goals, such as having 
excellent teachers in charge of 80 percent of 
classrooms. In the next phase (Phase 2), all district 
design teams will get more specific about their 
ambitions for student access to great teachers and 
their expectations for schools. 

 

With the launch of the district’s vision, the district 
design team can begin making its overall 
Opportunity Culture plan using the District-Level 
Opportunity Culture Plan. 

  

http://opportunityculture.org/wp-content/uploads/2014/09/Opportunity_Culture_Toolkit_Initial_Assessment_for_Districts-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2014/09/Opportunity_Culture_Toolkit_District-Level_Opportunity_Culture_Plan_Template-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2014/09/Opportunity_Culture_Toolkit_District-Level_Opportunity_Culture_Plan_Template-Public_Impact.docx
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In addition to the items linked from this toolkit, Public Impact will post additional materials for districts and 
schools to use in each phase of this toolkit as materials become available. Please check the Opportunity Culture 
Toolkit page on OpportunityCulture.org for the latest, complete collection.  

PHASE 1: COMMIT TO BUILDING AN OPPORTUNITY CULTURE 

Also refer to the District Action Steps for an overview of responsibilities. 

Objectives: 

1. Secure commitment among district leadership to extend the reach of excellent teachers and build an Opportunity 
Culture 

2. Organize district design team to drive design and implementation 
3. Assess district readiness 
4. Set overall vision for initiative  

Action Steps: 

 Introduce the Opportunity 
Culture initiative to key 
members of the school district 
leadership team and to critical 
district staff who will oversee 
and guide the design and 
implementation of the effort 
district-wide 

 Formalize the district’s 
commitment to extending the 
reach of excellent teachers 
through adoption of an MOU 
by critical members of the 
district leadership team and 
school board, as needed for 
making role, pay, budget, and 
other likely changes 

Resources:  

 Opportunity Culture webpage 

 Opportunity Culture Principles 

 Opportunity Culture Introduction for Educators presentation: Provides 
introductory slide deck, with full speaker notes, to introduce the details of 
extending the reach of excellent teachers to more students, for more pay, within 
available budgets, and creating an Opportunity Culture. 

 Opportunity Culture: Teaching, Leading, Learning video, which provides a video 
introduction for teachers to Opportunity Culture school models 

 Initial Assessment for Districts: Outlines management and policy environment 
needed for participating districts, states, and CMOs to extend the reach of 
excellent teachers to more students. 

 Sample Memorandum of Understanding: Outlines the district and schools’ 
commitment to building an Opportunity Culture. 

 Establish a district design team 
with at least one district design 
team leader who will be 
responsible for overseeing 
design and implementation 

 Secure necessary consultants 
or partners to support the 
design phase, and clarify their 
roles/responsibilities, including 
whether they will work with 
individual schools, as needed 

 District Action Steps: Provides a list of duties for district design team and district 
departments as Opportunity Culture is created and maintained. 

 District Design Team Launch: Provides information on what authority the team 
should have, and suggests how to distribute responsibilities among all the team’s 
members. 

 

 Assess district readiness and 
identify barriers to building an 
Opportunity Culture that 
should be tackled in the design 
phases 

 Initial Assessment for Districts: See above.  

 Policymakers’ Checklist: Provides a checklist for state and district leaders on 
policies that help excellent teachers reach more students. 

 Set overall vision for initiative  Opportunity Culture Vision Statement Worksheet  
 Opportunity Culture Overview of Data Collection Process 

 District-Level Opportunity Culture Plan 

http://opportunityculture.org/opportunity-culture-toolkit/
http://opportunityculture.org/opportunity-culture-toolkit/
http://opportunityculture.org/
http://opportunityculture.org/wp-content/uploads/2016/12/Opportunity_Culture_Toolkit_District_Action_Steps-Public_Impact.docx
http://opportunityculture.org/
http://opportunityculture.org/the-opportunity-culture-principles/
http://opportunityculture.org/the-opportunity-culture-principles/
http://opportunityculture.org/opportunity-culture-introduction-for-educators
http://opportunityculture.org/multimedia/extending-the-reach-full-video/
http://opportunityculture.org/wp-content/uploads/2014/09/Opportunity_Culture_Toolkit_Initial_Assessment_for_Districts-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2014/09/Opportunity_Culture_Toolkit_Sample_Memorandum_of_Understanding-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2016/12/Opportunity_Culture_Toolkit_District_Action_Steps-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2014/09/Opportunity_Culture_Toolkit_District_Design_Team_Launch-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2014/09/Opportunity_Culture_Toolkit_Initial_Assessment_for_Districts-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2014/10/Seizing_Opportunity_at_the_Top_II_Policymakers_Checklist-Public_Impact.pdf
http://opportunityculture.org/wp-content/uploads/2014/09/Opportunity_Culture_Toolkit_Vision_Statement_Worksheet-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2016/12/Opportunity_Culture_Toolkit_Overview_of_Data_Collection_Process-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2014/09/Opportunity_Culture_Toolkit_District-Level_Opportunity_Culture_Plan_Template-Public_Impact.docx

