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Change Management:
Leading Transformation of 
Teacher Observations

Session Overview

• Our context
o SEUP
o Previous observation program
o Why the change was needed
o New observation program

• Project overview
• Change management strategy
• Stakeholder engagement
• Communication
• Training
• Rollout
• Evaluation of our change management
• Future direction

Reflection and Discussion points 
throughout!



Reflection & 
Discussion 1

Think of a change you have managed or experienced. Tell 
your group about the change.

Add it to your worksheet to reflect on throughout the session.



Previous observations

Evaluative 
observations

Developmental 
observations

New-teacher 
peer 
observations

Optional 
informal 
teacher-led 
observations

Formative 
observations at 
teacher's 
request



Teachers 
request more 

developmental 
support

Reflective 
practice focus

Increased 
diversity of 

student needs
New curricula Inconsistent 

approaches
Need for data 

collection

Why we needed to change





Observation Program Review Project Overview

Pr
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Project Manager

Academic Managers

Professional Learning 
Coordinator

Teacher Representatives



Observation Program Review Project Overview

Phase 1
Research & Proposal

Phase 2
Implementation

Phase 3
- Post-implementation stakeholder feedback
- Measuring impact
- Modifications based on feedback & impact



Change management strategy

Lewin's Unfreeze, change, refreeze

UNFREEZE CHANGE REFREEZE



Kotter’s 8 step change model

1. Establishing a 
sense of urgency

2. Creating the 
guiding coalition

3. Developing a 
vision and strategy 

4. Communicating 
the vision

5. Empowering 
broad-based 
action

6. Generating 
short-term wins

7. Consolidating 
gains and 
producing more 
change

8. Anchoring new 
approaches in the 
culture

PHASE 1 PHASE 2 PHASE 3PHASE 1 PHASE 1 PHASE 1 PHASE 2

PHASE 1 PHASE 2PHASE 1 PHASE 2PHASE 3PHASE 2PHASE 3



Reflection & 
Discussion 2
In the change you are reflecting on, what was the most 
challenging of Kotter's 8 Steps? Why?



Stakeholder engagement

Stakeholder Groups:

Students

Teachers

Managers

Project Team



Stakeholder 
Group:
Students • Survey results

• Feedback via admin team
• Student Staff Consultative Committee

PHASE 1

PHASE 2

PHASE 3

• Survey results
• Feedback via admin team

• Survey results
• Feedback via admin team
• Information about observations added 

to student communications

PHASE 1

PHASE 2

PHASE 3



Stakeholder 
Group:
Teachers • Project manager is a teacher

• teacher on project team 
• teachers as researchers
• Observation Consultative Group (OCG)

PHASE 1

PHASE 2

PHASE 3

• Observation Consultative Group (OCG)
• teachers develop and deliver training

• feedback on the website
• feedback to line managers 
• teachers observed

PHASE 1

PHASE 2

PHASE 3



Stakeholder 
Group:
Management • project team makeup – academic 

managers
• Steering group meetings

PHASE 1

PHASE 2

PHASE 3

• key deliverables
• Steering group meetings

• line report feedback
• observer feedback
• operational feedback
• rubric review
• Steering group meetings



Stakeholder 
Group:
Project Team

Defined 
roles

Time 
allocation Training

Project 
manager 
changes



Reflection & 
Discussion 3
In the change you are reflecting on, who were the 
stakeholders and how were they engaged?



Communication

Principles:
• Stakeholder involvement
• Inclusivity
• Transparency
• Consultation

Methods:
• Progress updates: emails, newsletters, website, meetings
• OCG updates: emails, meetings
• Representation from campuses & programs
• Launch: online & f2f



Training

Project team Observers Line managers Observation 
Standardization Teachers



Reflection & 
Discussion 4

What impact did communication and/or training have on the 
change you are reflecting on?



Rollout

Phased rollout
• to avoid teacher overwhelm
• to suit development needs
• to prioritize flexibility and ongoing adjustment



Evaluation of our process: Kotter's 8 steps

1. Establishing a 
sense of urgency

2. Creating the 
guiding coalition

3. Developing a 
vision and strategy 

4. Communicating 
the vision

5. Empowering 
broad-based 
action

6. Generating 
short-term wins

7. Consolidating 
gains and 
producing more 
change

8. Anchoring new 
approaches in the 

culture

PHASE 1 PHASE 2 PHASE 1 PHASE 1 PHASE 3PHASE 1 PHASE 2

PHASE 1 PHASE 2PHASE 1 PHASE 2PHASE 3PHASE 2PHASE 3



1. Establishing a sense of urgency

Learning 
Points

Communicate 
need to wider 
teaching team 
in early stages

Successes

Identified 
need

Convinced 
leadership 

of need



1. Establishing a 
sense of urgency

2. Creating the 
guiding coalition

3. Developing a 
vision and strategy 

4. Communicating 
the vision

5. Empowering 
broad-based 
action

6. Generating 
short-term wins

7. Consolidating 
gains and 
producing more 
change

8. Anchoring new 
approaches in the 

culture

PHASE 1 PHASE 2 PHASE 1 PHASE 1 PHASE 3PHASE 1 PHASE 2

PHASE 1 PHASE 2PHASE 1 PHASE 2PHASE 3PHASE 2PHASE 3

Evaluation of our process: Kotter's 8 steps



2. Forming a powerful guiding coalition

Learning 
Points

Frequent 
Project 

Manager 
Changes

Successes

Steering 
group

Observation 
Consultative 

Group

Project 
Team



Evaluation of our process: Kotter's 8 steps

1. Establishing a 
sense of urgency

2. Creating the 
guiding coalition

3. Developing a 
vision and strategy 

4. Communicating 
the vision

5. Empowering 
broad-based 
action

6. Generating 
short-term wins

7. Consolidating 
gains and 
producing more 
change

8. Anchoring new 
approaches in the 

culture

PHASE 1 PHASE 2 PHASE 1 PHASE 1 PHASE 3PHASE 1 PHASE 2

PHASE 1 PHASE 2PHASE 1 PHASE 2PHASE 3PHASE 2PHASE 3



3. Creating a vision

Learning 
Points

Missed 
opportunity to 
engage wider 
teaching team 
in creation of 

the vision

Successes

Clear 
focus

Vision 
withstood 
context, 

leadership, 
and team 
changes

Strategic 
initiatives 
supported 

vision



Evaluation of our process: Kotter's 8 steps

1. Establishing a 
sense of urgency

2. Creating the 
guiding coalition

3. Developing a 
vision and strategy 

4. Communicating 
the vision

5. Empowering 
broad-based 
action

6. Generating 
short-term wins

7. Consolidating 
gains and 
producing more 
change

8. Anchoring new 
approaches in the 

culture

PHASE 1 PHASE 2 PHASE 1 PHASE 1 PHASE 3PHASE 1 PHASE 2

PHASE 1 PHASE 2PHASE 1 PHASE 2PHASE 3PHASE 2PHASE 3



4. Communicating the vision

Learning 
Points

Call for EOIs 
not effective in 
sharing vision

Successes

Observation 
Consultative 

Group

Project 
update emails 
in pre-launch

Recognition of 
stakeholder 
contributions

Observation 
Program 
website

Post roll-out 
updates 

operational 
only

Vision not 
revisited in 

observations



Evaluation of our process: Kotter's 8 steps

1. Establishing a 
sense of urgency

2. Creating the 
guiding coalition

3. Developing a 
vision and 
strategy

4. Communicating 
the vision

5. Empowering 
broad-based 
action

6. Generating 
short-term wins

7. Consolidating 
gains and 
producing more 
change

8. Anchoring new 
approaches in the 

culture

PHASE 1 PHASE 2 PHASE 1 PHASE 1 PHASE 3PHASE 1 PHASE 2

PHASE 1 PHASE 2PHASE 1 PHASE 2PHASE 3PHASE 2PHASE 3



Reflection & 
Discussion 5

Can you identify any learning points from the initial steps of 
Kotter's model in the change you are reflecting on?



Evaluation of our process: Kotter's 8 steps

1. Establishing a 
sense of urgency

2. Creating the 
guiding coalition

3. Developing a 
vision and strategy 

4. Communicating 
the vision

5. Empowering 
broad-based 
action

6. Generating 
short-term wins

7. Consolidating 
gains and 
producing more 
change

8. Anchoring new 
approaches in the 

culture

PHASE 1 PHASE 2 PHASE 1 PHASE 1 PHASE 3PHASE 1 PHASE 2

PHASE 1 PHASE 2PHASE 1 PHASE 2PHASE 3PHASE 2PHASE 3



5. Empowering others to act on the vision

Learning 
Points

observation 
outcome 
impact

Successes

Modified 
approach to 

Learning 
Walks based 
on feedback

Actioned 
feedback on 

rubric
purpose 

of  training

rationale of 
observation 

frequency and 
doubled observers



Evaluation of our process: Kotter's 8 steps

1. Establishing a 
sense of urgency

2. Creating the 
guiding coalition

3. Developing a 
vision and 
strategy

4. Communicating 
the vision

5. Empowering 
broad-based 
action

6. Generating 
short-term wins

7. Consolidating 
gains and 
producing more 
change

8. Anchoring new 
approaches in the 
culture

PHASE 1 PHASE 2 PHASE 3PHASE 1 PHASE 1 PHASE 1 PHASE 2

PHASE 1 PHASE 2PHASE 1 PHASE 2PHASE 3PHASE 2PHASE 3



6. Planning for and Creating Short term wins

Learning 
PointsSuccesses

Evaluative 
Observations 

feedback 
responses

Phased 
roll-out Project timeline 

extended from 2 
to 4 years

Acknowledgement 
of efforts post roll-

out

Rubric 
revision

Phased 
research and 

review



Evaluation of our process: Kotter's 8 steps

1. Establishing a 
sense of urgency

2. Creating the 
guiding coalition

3. Developing a 
vision and 
strategy

4. Communicating 
the vision

5. Empowering 
broad-based 
action

6. Generating 
short-term wins

7. Consolidating 
gains and 
producing more 
change

8. Anchoring new 
approaches in the 
culture

PHASE 1 PHASE 2 PHASE 3PHASE 1 PHASE 1 PHASE 1 PHASE 2

PHASE 1 PHASE 2PHASE 1 PHASE 2PHASE 3PHASE 2PHASE 3



7. Consolidating Improvement and
producing more gains

Learning 
Points

Successes

Agile 
approach to 

feedback and 
development

Followed 
process to 

support 
consolidation

Project 
Management 

changes

Rubric 
adjustments

School 
leadership 
changes



Evaluation of our process: Kotter's 8 steps

1. Establishing a 
sense of urgency

2. Creating the 
guiding coalition

3. Developing a 
vision and 
strategy

4. Communicating 
the vision

5. Empowering 
broad-based 
action

6. Generating 
short-term wins

7. Consolidating 
gains and 
producing more 
change

8. Anchoring new 
approaches in the 
culture

PHASE 1 PHASE 2 PHASE 3PHASE 1 PHASE 1 PHASE 1 PHASE 2

PHASE 1 PHASE 2PHASE 1 PHASE 2PHASE 3PHASE 2PHASE 3



8. Institutionalizing Change

Learning 
Points

Successes

New observers 
trained

Built into new 
teacher 

induction

Ongoing 
communication of 
vision, purpose

Linking training 
and 

development 
planning to 

observations 
directly

Clarity of 
process and 
procedure

Dedicated 
website

Feedback 
channels

Training 
developed



Future direction

Engaging Stakeholders

Effective Communication

Reasserting the Vision

Institutionalizing Change



Reflection & 
Discussion 6
What are your takeaways from our change management 
processes, your reflection, and your discussions today? How 
can you apply them to your next change management 
initiative?
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