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Over 170 Districts 
Engaged Since 

2015

85
labor-management 

teams 
participating in the 

past 15 months

Building 
Collaboration by 

Convening 
Classified and 

Certificated Union 
Leaders, 

Administrators & 
School Board 
Members to 

Learn, Share & 
Think Together.



Securing
Accountability

Deepening
Learning

LABOR-MANAGEMENT PARTNERSHIP

Labor-management partnership is the intentional partnering of management 
and labor leaders within an education system focused on improving district 
culture and climate and student outcomes. Moving beyond the traditional 
frames of interactions, labor-management partnership allows for deeper 
coherence, goal alignment, and impact.

Creating opportunities for the educator voice, and the insight of the staff 
closest to the work and their union representatives, to impact 
decision-making improves outcomes for all and builds leadership and 
accountability across the system.



Securing
Accountability

Deepening
Learning

LABOR-MANAGEMENT PARTNERSHIP



THREE PILLARS OF COLLABORATION       

www.cdef.ink/3Pillars



ELEMENTS OF PARTNERSHIP



COLLABORATIVE STRUCTURES
Implementing Continuous Improvement In a Labor Management 
Context

•Principal
•Building Reps
•Dept. Chairs
•Teachers
•Support Staff

•Superintendent
•Union Leaders
•Administrators
•Board Members



MANAGING COMPLEX CHANGE

Vision Skills Incentives Resources Action Plan

= Change

+ + + +

Vision Skills Incentives Resources Action Plan+ + + +

Vision Skills Incentives Resources Action Plan+ + + +

Vision Skills Incentives Resources Action Plan+ + + +

Vision Skills Incentives Resources Action Plan+ + + +

Vision Skills Incentives Resources Action Plan+ + + +

= Confusion

= Anxiety

= Resistance

= Frustration

= False Starts
Source: Dr. Mary Lippit



What are Practitioners Saying?

● Employee Well Being

● Support

● Appreciation

● Professional Development

● Building Trust

● Communication 

● Cross Campus Collaboration

● Relationship Building

● Feedback on Initiatives

● Starting an Initiative Together
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Solution Tree / CCEE
Year 2 of 3 
Madera Unified School District
George Washington Elementary 
Madera, California

Initiating & 
Sustaining the 
PLC at Work 
Process
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George Washington Elementary, Madera, CA
A BILINGUAL HERITAGE LANGUAGE SCHOOL 

TK-2nd grade >> 80% Spanish / 20% English 4th-6th grade >> Monolingual

Indicator 2018-19 2020-21 2021-22 2022-23

Foster Youth .54 % (4) .45 % (3) 0 .2% (1)

Homeless Youth 6 % (49) 4 % (28)  5.7 % (37) 3.8 % (23)

Migrant Education 8 % (6) 10 % (68)  8.1 % (52) 11.9 % (72)

Students with Disabilities 5 % (37) 5 % (37) 5.3 % (34) 5.4 % (33)

Socioeconomically Disadvantaged 99% (723) 99 % (654) 99.4% (635) 99 % (607)

Percent English as a Second Language (EL) 69.5 % (506) 53.9 % (355) 68.2 % (436) 65.9 % (400)

English only (EO) 13.5 % (98) 17.3 % (114) 18.8 % (120) 18.5 % (112)

Reclassified Fluent Eng Proficient (RFEP) 8.2 % (42) 3 % (13) 10.8 % (69) 20 % (79)

Hispanic/Latino 96 % (699) 97.6 % (643) 97.9 % (626) 97.2% (590)

American Indian .27 % (2) .3 % (2) .47 % (3) .7% (4)

Black .82 % (6) .5 % (3) .47 % (3) .5% (3)

Asian .41 % (3) .5 % (3) .31 % (2) .5% (3)

White (Not of Hispanic Origin) 1.8 % (13) 1.1 % (7) .31 % (2) .2% (1)

Chronic Absenteeism 6.4% N/A 41% 16.6%

Suspension Rate 2.1 % 0 % 0 % 0 %

Total Enrollment 728 659 639 607

3rd grade >> 70% Spanish / 30% English 
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School Improvement is People Improvement

Our Teaching Staff

Years Teaching 1st year 2nd year 3rd year 4 + years

Classroom Teachers 4 7 7 7

Specials / Sped. 4 1 1 0

Percent 26 % 26 % 26 % 23%
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Intensive Assistance Model in partnership with CCEE

Year 2 of 3
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Cultural, Structural, and Technical Changes

Structures don’t reflect our culture. Culture eats structure and technical changes for lunch. 

We HAVE to change the culture, not just the structure. Culture DRIVES the work that we are doing.

The IAM-PLC Project requires a STRONG culture to initiate and sustain a high volume of technical changes.
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Shifting from PLC Lite to the 3 Big Ideas of a PLC

The entire staff must understand it’s a process, not a program! 
Secondly; we must be interdependent as we grow our capacity to do the work in this 
process; this takes a STRONG culture!
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Clarifying What Students Must Learn

Teams have clarified the essential 
learning for each unit by building 
shared knowledge regarding state 
standards; by studying high-stakes 
assessments; and by seeking input 
regarding the prerequisites for 
success as students enter the next 
grade level.

Teams adjust curriculum, pacing, 
and instruction based on evidence 
of student learning. Teams are 
continuing the work of refining our 
guaranteed and viable curriculum 
for ELA, SLA, Math, and ELD.
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Clarifying What Students Must Learn - Unit Plans
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Clarifying What Students Must Learn - Unit Plans
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Clarifying What Students Must Learn - Unit Plans
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Turning Data into Information

Teachers in our collaborative teams receive information that illustrates the 
success of our students in achieving an agreed-upon essential standards on 
team-developed common assessments they helped create, in comparison 
to all the students attempting to achieve that same standard.

Teachers are developing their skill sets to use the results to identify the 
strengths and weaknesses in their individual practice, to learn from one 
another, to identify areas of curriculum proving problematic for students, to 
improve their collective capacity to help all students learn, and to identify 
students in need of intervention or enrichment.
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A critical need for learning acceleration

● SBAC Math and ELA scores in 2023 continue to lag 2019 levels by 5%
○ Significantly impacting English learners, low-income students, and students 

of color

● California’s unclear model of continuous improvement

● How do we take a practice with demonstrable impact on student 
academic performance and scale it to impact other students, 
teachers, and LEAs across California?



Policy Analysis for California Education

CCEE’s Intensive Assistance Model Project

- A 3-year pilot across 8 schools in 5 districts with the 
goals of: 
- Improving student outcomes in math and ELA and
- Establishing model schools that others can learn from

- Proven model with impact in California
- Intensive coaching on the PLC at Work model

- Empowers teachers as the drivers of school improvement

What does it take to accelerate the learning of Every Child? : Early Insights from a CCEE School-Improvement Pilot

https://edpolicyinca.org/publications/what-does-it-take-accelerate-learning-every-child
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Key Tenets of 
the PLC at 
Work Model

1. What do we want 
students to learn?

2. How will we know if they 
have learned it?

3. How will we respond 
when learning has not 
occurred?

4. How will we respond 
when learning has 
already occurred?
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“Teachers have been taught that the work is done individually. Every 
movie out there about the greatest teacher on the planet is an 
individual. You never see a team. The ‘hero teacher’ is just this person 
that dedicates their entire life and just does everything for the kids in 
their classroom that year. This [model] is saying teachers can be 
empowered to work together to create student learning, and the more 
that you work together, the higher student learning that you will see, 
and the easier the pathway to success is. But at no point in time do I 
believe any teacher out there is doing a poor job on purpose. It is simply 
[that] they are thrown a lot of different things, and there’s no strategic 
plan for how to implement student success.”

School Improvement Coach
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8 Essential 
Elements for 
School-Based 
Continuous 

Improvement

A site leadership 
team (guiding 
coalition) that 
represents all 

grades/subjects.

A minimum of 1 
hour/week of 

collaboration time 
for teacher teams 

within the school day 
with established 

culture and norms 
for the use of that 

time.

A principal who sees 
teacher collaboration 
as part of the school 

improvement plan and 
holds teachers 

accountable for using 
the collaboration time 
appropriately and for 

achieving 
improvement.

Common 
standards and 

curriculum.

Common 
assessments.

Common digital 
data that track 

progress by 
student, by 

subgroup, and by 
class/subject.

Systematic, 
immediate, and 

personalized 
interventions shared 

across all teachers 
and staff for students 

who do not reach 
learning targets.

Intensive support 
from content-level 

experts and 
coaches for 

teachers and 
leadership teams.
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Policy Considerations

- Can California’s System of Support be organized to identify, share, 
and implement effective practices across the state?

- Can emerging initiatives from the state be implemented in a way 
that integrates with systems for continuous improvement of 
teaching and learning at the school level?

- Where would the responsibility for continuous improvement 
accountability rest in California’s System of Support?
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Table Talk

• What questions or observations came up for you? 
• What are ideas or action items you can take back to your 

organization?
• What statewide policies, structures, or supports are needed 

at this time? 
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