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Executive Summary 

The BTEN project was a unique opportunity for a group of AISD schools to incorporate the principles 

and practices of improvement science into their work. Between 2011 and 2015, nineteen AISD schools 

participated in BTEN and received intensive instruction and support from experts in both educational 

and improvement science practices as they worked to improve their feedback and support systems for 

new teachers.   

BTEN principals valued the improvement science concepts and tools and the new feedback and support 

system. Results from interviews with participants and examination of survey data revealed that 

participating in BTEN had a positive impact on perceptions of leadership at BTEN schools. When 

compared with similar schools without the program, BTEN schools saw greater improvements in trust 

and feelings of support between 2012 and 2015.   

Several lessons emerged from the BTEN project, including:  

Trust and positive perceptions of leadership can improve when leaders and teachers 

collaborate for improvement.  

New teachers need non-evaluative support from their principal.  

Experiences of stress and burnout may be less acute when teachers receive consistent 

support.  

Cooperative, coordinated leadership also benẻts leadership teams.  

It can be challenging to see the big picture when working small. 

Innovation takes time.  

Non-traditional reform can feel uncomfortable. 

Source. TELL AϥSD Survey results, 2012ɀ2015 
Note. Schools used for comparison were comparable to BTEN schools demographically and on 2012 TELL AϥSD results. 

Over time, TELL AϥSD results for BTEN schools surpassed results for similar schools on key 

The school leadership consistently supports teachers. 

BTEN is the best professional develop-
ment that ϥ have participated in since 
ϥɅve been in AϥSD.  

ɁBTEN principal 
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AϥSD BTEN Schools and ϥmprovement Teams 
Small grants were made to three school 
districts to support their participation in 
the BTEN initiative: AϥSD, Baltimore City 
Schools, and New Visions for Public 
Schools in New York City. AustinɅs BTEN 
journey began in 2011 with four teachers 
and one dedicated principal at Perez 
Elementary School. Over the next 3 years, 
BTEN grew to include 19 AϥSD campuses 
and more than 300 teachers. By 2013, all 
principals in the Akins vertical team chose 
to participate in BTEN based on what they 
had learned from their colleagues about 
the beneɲts of the work.  

ϥn addition to the principals and 
designated staϜ from the campuses, the 
AϥSD BTEN improvement team also 
included: Jan John, Josie Hughes, and 
Angela Darby from AϥSD Educator Quality; 
Karen Cornetto from AϥSD Research and 
Evaluation; Daniel ϥnglish from AϥSD 
Management ϥnformation Systems; and 
Ken Zaraɲs from Education Austin. 

Note: Additional Year 1 improvement 
team members were Dora Fabelo from 
AϥSD Human Resources, Shirley Saryee 
Dean from Pickle Elementary School, and 
Rowena Hymer from Akins High School. 
Laura Baker, formerly of AϥSD Educator 
Quality, also was instrumental in 
initiating and advancing this work. 

Secondary Schools  Elementary Schools  

 Mathews  Widen  Travis HS 

 Norman  Langford  Paredes MS 
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19 
Campuses 

  

130 
Principals, case managers, 
and support personnel  

304 
AϥSD teachers  
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Purpose  

This report is an overview of the Building a Teaching Effectiveness Network (BTEN) 

project, in which the Austin Independent School District (AISD) participated from 2011 

to 2015. The following sections detail the development of a district improvement aim, 

the implementation and subsequent improvement of a teacher feedback system, and 

re̊ections on the positive impact BTEN had on AISD schools. Additionally, the report 

describes several challenges participants faced as they attempted a new way of thinking 

about their work.  

Background  

In 2011, the Carnegie Foundation for the Advancement of Teaching launched BTEN in 

collaboration with the Bill and Melinda Gates Foundation, the American Federation of 

Teachers (AFT), the Institute for Healthcare Improvement (IHI), and the Aspen 

Institute. The broad BTEN goal was to translate into education the lessons learned in 

the healthcare community about rapid-cycle improvement, a perspective contrasting 

with traditional improvement efforts. Traditional school improvement efforts involve 

adopting interventions developed outside of the specỉc school context that are 

designed to teach educators how to do something ɢbetterɣ or ɢdifferentlyɣ to achieve a 

particular outcome. BTENɠs improvement work was guided by the principles of 

improvement science, which aim to accelerate the rate of change by ̉nding a great idea, 

testing it, implementing it, and spreading it quickly.  

The BTEN educational improvement work focused on campus support for beginning 

teachers (BTs). Most schools focused on teachers in their ̉rst 2 years of teaching and a 

few focused on teachers new to a grade level or new to the school. Figure 1 displays the 

driver diagram AISD developed with support from Carnegie staff and their partners over 

Setting aims: Aims should be time-
speciɲc and measurable, and should 
deɲne the speciɲc population or other 
systems that will be aϜected. 

Selecting change ideas: ϥdeas may 
come from those who work in the 
system or by borrowing from the expe-
riences of others who have successfully 
improved. 

Establishing measures: Use quantita-
tive measures to determine if a speciɲc 
change actually leads to an improve-
ment 
  
Testing change ideas: The PDSA cycle 
is the process for testing in the work 
settingɁby planning a change, trying 
it, observing the results, and acting on 
what is learned. 

 

ϥmplementing change: Learn from 
tests on a small scale, reɲne through 
PDSA cycles, then implement change 
on a broader scale 

The Model for         
ϥmprovement 

What are we trying to accomplish? 

How will we know that a change 
is an improvement? 

What change can we make that 
will result in an improvement? 

Adapted from Langley G.L., Nolan K.M., Nolan 

T.W., Norman C.L., & Provost L.P (2009) The 
improvement guide: A practical approach to 
enhancing organizational performance (2nd 

ed.). San Francisco, CA: Jossey-Bass.  

Figure 1. 
Hypothesized Primary and Secondary Drivers of New Teacher Development  
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