THE VISION
Every student deserves access to excellent teachers,
every year, and every teacher deserves outstanding,
sustainable, paid career opportunities—to learn,
improve, excel, and increase their impact on
students. This is what we call an “Opportunity
Culture” for teachers and students.
Opportunity Culture school models use job redesign
and age-appropriate technology to extend the
reach of excellent teachers and their teams to more
students—through direct instruction and by leading
other teachers, taking accountability for the results
of those teachers’ students. When an entire school
implements Opportunity Culture models, teachers
can earn more, within regular budgets, and gain
collaboration and planning time at school, while
keeping instructional group sizes the same or
smaller. Districts and schools creating an
Opportunity Culture follow five Opportunity Culture
Principles, below.

This starts a virtuous cycle, as shown at the top of
page 2: More teachers learn on the job through
collaboration with and leadership by their best
peers. More teachers are attracted to these
engaging and well-paid roles, so schools can be
selective about who teaches and develops peers.
That creates a group of teachers who continue to
improve and support fellow teachers who strive for
excellence.
Research shows that teachers who were on average
at the 50th percentile in student learning gains, who
then joined teams led by teacher-leaders known as
multi-classroom leaders, or MCLs (who had prior
high growth as teachers), produced learning gains
equivalent to those of teachers from the 75th to 85th
percentile in math, and, in six of the seven
statistical models, from 66th to 72nd percentile in
reading.
More teachers who receive strong support and jobembedded, intensive professional development will
stay in teaching, helping districts increase the
pipeline of trained leaders who can lead teams and
schools. Students learn more—and everyone wins.
Evaluation is one critical element of an
Opportunity Culture, used primarily to guide
development and career opportunities. Great
evaluation:
 supports on-the-job and long-term development
for great teaching
 helps identify teachers for advanced roles in
which they are likely to succeed
 prepares teachers for advanced roles that help
their peers and more students succeed; and
 matches teachers to long-term paths in which
they can best succeed.
But teacher evaluation reforms that swept the
nation in the early 2000s were built for the oneteacher-one-classroom model, and few districts
have provided a robust, sustainably funded way to
connect teacher evaluation with career
opportunities. The field also became tangled in
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Figure 1. Virtuous Cycle

worries about who can fairly evaluate teachers, and
how, since most teachers still work alone most of
the time.
In contrast, in an Opportunity Culture, few teachers
work alone most of the time. Instead, when schools
implement the models fully, most teachers and
paraprofessionals work in teams on which each
person does what he or she does best, and a team
of leaders supports the principal. Because most
Opportunity Culture teachers collaborate with
colleagues in teams, they see one another’s
thinking and actions up close as together they set
high expectations for student learning, plan
instruction, deliver and facilitate learning, and
improve. These colleagues and team leaders are in
the best position to give one another valuable and
accurate feedback to support their improvement
throughout the year. They can support one
another’s career advancement, too. (See Figure 2:
Career Paths in an Opportunity Culture, on page 3.)
Advancing their careers simultaneously means
helping more students succeed.
All of this changes both the content and process of
teacher evaluation—for the better. Teachers in
Opportunity Culture roles have new opportunities
to help students and peers, and many have the daily
support and continual feedback that the oneteacher-one-classroom model lacks. New models
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help solve some of today’s most vexing teacher
evaluation challenges, discussed later in this guide.
But districts and states must deliberately change
evaluation to match the team, team leader, and
extended-reach roles that are common in schools
using Opportunity Culture models. These roles have
wider spans of students, sometimes with narrower
ranges of teaching content. They require enhanced
soft skills—such as teamwork, team leadership, and
flexibility—and hard skills, such as managing
meetings and analyzing larger sets of student
growth data during the year. Not changing
evaluation systems appropriately can lead to
mismatched students and teachers in formal
accountability systems, lack of on-point, frequent
feedback for teachers in new roles, missed
opportunities for teachers to improve faster, and
reduction of further career opportunities—harming
teachers and students.
The purpose of this guide is to help education
leaders align evaluation and its uses with an
Opportunity Culture and similar school models and
career paths—successfully and at a low cost.
Here, we draw on lessons from evaluation in the
one-teacher-one-classroom mode—as well as the
early experiences of and input from Opportunity
Culture teachers and principals—to guide states,
districts, and schools toward ensuring that
evaluation supports everyone’s success.
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Figure 2: Career Paths in an Opportunity Culture

USING THIS GUIDE
This practical guide is part of a suite of free, online
materials for designing and implementing
Opportunity Culture school models, available on
OpportunityCulture.org. In addition to help for
school leaders and teachers, this growing suite
includes guidance for policymakers and leaders for
policymakers and leaders of major district systems:
human resources, finance and budget, and others.
This guide is paired with the policy brief Evaluation
and Accountability Policies for an Opportunity
Culture. The policy brief is for anyone who wants
laws and other policies to support this kind of
collaborative, excellence-focused school culture.

can design their own, which then can inform other
districts in the same state, then state-level designs
when many districts begin to implement.
The guide is organized into sections covering
evaluation redesign, evaluation content, evaluation
process, and critical uses of evaluation (see Figure
3: Evaluation Redesign Process). Districts and states
can adopt or adapt this guide’s evaluation content
and process suggestions and tools. Each section
Figure 3: Evaluation Redesign Process

This practical guide is a toolkit for school, district,
and state implementers—anyone affecting design
or implementation of teacher evaluation. States in
which Opportunity Culture (or similar) models are
being adopted by numerous districts can design
default evaluation systems. Or pioneering districts
©2015, 2019 Public Impact
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includes a set of action steps, considerations and
guidance, tools, and links to other relevant
resources. The action steps are rolled up into one
large tool, the Evaluation Action Checklist.
The guide covers the core Opportunity Culture
school models. The core models are described in a
nutshell in Figure 4, School Model Snapshots, on
page 5.
In addition to detailed job descriptions for the roles
in each school model, the guide also suggests
behavioral competencies for each role. Schools and
districts can use these behavioral competencies—
that is, the behaviors needed in these new roles—
for evaluation, development, and career
advancement, as well as for selecting teachers.
Some schools may combine school models, and in

turn will need to alter the job descriptions and
other materials accordingly. Schools must adapt
these materials to fit each school setting and to
incorporate additional evaluation and development
priorities.
Districts and schools implementing other teambased teaching models, team leader roles, blended
learning, and other models similar to an
Opportunity Culture can also use this guide and its
tools.
For more information, see OpportunityCulture.org,
which provides step-by-step school design help and
more. Visit often for updated materials.
Tools and Resources


Evaluation Action Checklist

Talent Management in an Opportunity Culture: New Human Capital Chain
This guide covers teacher evaluation and development planning. Evaluation and development are two of several
talent systems—or people success systems—essential to making schools as great as they can be. All are linked in
a chain of support for a culture in which every teacher and school leader has the best chance for achieving a
career of success, improvement, high impact, and joy at work.

Talent Management in an Opportunity Culture: New Human Capital Chain—Detail

©2015, 2019 Public Impact

To copy or adapt this material,
see OpportunityCulture.org/terms-of-use

4

The Critical Role of Human Resources
While school staff will carry out evaluation and development, in many districts the human resource (HR) office will
oversee the process and play a critical role in career advancement implementation and talent management. HR
can be a strong service provider to support school and teacher success by providing excellent tools and
materials—on paper or online—reminding principals, team leaders, and teachers of their roles in each step, and
ensuring that data is collected about each step for later analysis and improvement.
HR staff members who excel at this work view themselves as customer service providers to the principals and
teachers. They are determined to do everything they can to encourage and enable excellent evaluation,
development, and career advancement actions. They view themselves as critical members of the team that will
provide teaching excellence to all students, and outstanding career opportunities and work environments to
teachers.

Figure 4: School Model Snapshots
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