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Learning	Intentions:	
- Understand	the	importance	of	self-efficacy	as	a	driver	of	educator	beliefs	and	actions
- Understand	the	four	components	of	teacher	credibility	and	how	they	drive	self-efficacy
- Understand	the	foundational	elements	that	drive	collective	efficacy

Success	Criteria:	

- Determine	the	current	level	of	teacher	credibility	in	your	school	/	district
- Identify	specific	actions	to	promote	all	four	elements	of	teacher	credibility	in	your	school	/	district
- Determine	action	steps	to	drive	deeper	levels	of	collective	efficacy	in	your	collaborative	/	PLC	settings

STOP & THINK: What is the purpose of a PLC? 

A PLC is demonstrated by the collective learning that occurs. Professional staff from all departments and grade 
levels come together to study collegially and work collaboratively. They engage in collegial inquiry that 
includes reflection and discussion focused on instruction and student learning. They are continuously 
learning together. For example, a group may begin investigating student performance data to assess 
student successes and needs. Through reflection and discussion, the group identifies areas that need 
attention—areas where they need to learn new content or instructional strategies. The group then explores 
how they will learn the new content or strategies. The group members may decide they will learn from 
someone on staff, from a central office specialist, from a colleague at another school, or from an external 
consultant. After they have put what they learned into practice, the staff goes through another cycle of 
reflection, discussion, and assessment. In other words, the learning is ongoing. 

The PLC structure is one of continuous adult learning, strong collaboration, democratic participation, and 
consensus about the school environment and culture and how to attain the desired environment and culture. In 
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such a collegial culture, educators talk with one another about their practice, share knowledge, observe one 
another, and root for one another’s success (Barth, 2006). 

Reports in the literature are quite clear about what academically successful professional learning communities 
look like and act like. The requirements necessary for organizational arrangements that produce such 
outcomes include:  

- The collegial and facilitative participation of the principal who shares leadership––and thus, power and
authority––through inviting staff input in decision making

- A shared vision that is developed from an unswerving commitment on the part of staff to students’
learning and that is consistently articulated and referenced for the staff’s work

- Collective learning among staff and application of the learning to solutions that address students’
needs

- The visitation and review of each teacher’s classroom behavior by peers as a feedback and assistance
activity to support individual and community improvement

- Physical conditions and human capacities that support such an operation
 (Hord, 2007) 

In a professional community, teachers can consider educational goals and their meaning in terms of their 
classrooms, their students, and their subject area. Teachers who made effective teaching adaptations for their 
students belonged to a professional community that encouraged and supported them in transforming their 
teaching. Through discussion with other teachers and administrators in the professional community, teachers’ 
ideas of good teaching and classroom practice were defined (McLaughlin & Talbert). 

THINK ABOUT IT - How would you define COLLECTIVE TEACHER EFFICACY? WHAT DOES IT LOOK LIKE? WHAT 
DOES IT SOUND LIKE? 

How did your definition connect to John Hattie’s? 

How was your definition different than John Hattie’s? 

What does it make you think about in terms of its impact on your PLCs? 
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PLC+ Current Reality Assessment 

SPECIFIC ACTIONS IN Current PLC Settings 90% of 
the time 

75% of 
the 
time 

50% 

of the 
time 

25% or 
less of the 

time 

1. Our PLC has agreed upon norms for all adult behavior (on
time, prepared, focused, etc.) and team hold each other
accountable to norms.

2. Our PLC is consistent in evaluating common assessment
evidence to change instructional practices and approaches.

3. Our PLC has established instructional norms (routines and
protocols) for dialogue around teaching and learning.

4. Our PLC evaluates common assessment evidence and other
student work primarily as feedback for us to know how well we
have taught during a designated unit.

5. Our PLC meeting dialogue is primarily focused on instruction
and assessment related to student learning - not on unrelated
topics.

6. Our PLC identifies common challenges to focus collective
efforts on for identifying strategies and instructional approaches.

7. Our PLC has efficacy and shared ownership focused on
collectively impacting student achievement to the highest levels
for ALL of the students served.

8. Our PLC appropriately, but firmly, challenges each other
related to the effectiveness of practices and the reliability of
inferences made from assessments and student work.

9. Our PLC is empowered to find the best solutions to meet
student needs.  We have the power to make necessary and
acceptable adjustments in curriculum or pacing to ensure
learning occurs.
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Reflection:	

Teacher	Credibility	and	Efficacy:	The	Foundation	of	Strong	and	Impactful	
Collaboration	

Teacher	Credibility:	Teacher	credibility	is	the	belief	held	by	students	
that	they	will	learn	from	this	adult	because	this	adult	is	competent,	
trustworthy,	dynamic,	and	responsive.	With	an	effect	size	of	1.09,	far	
above	the	average	impact	described	by	Hattie	(2012),		teacher	
credibility	has	twice	the	impact	of	student	motivation	on	student	
learning.	That’s	powerful.	But	the	question	is,	what	can	you	do	to	you	
enhance	your	credibility?	

Students	are	perceptive	about	knowing	which	teachers	can	make	a	difference	in	their	learning,	and	quite	
frankly,	their	lives.	To	be	very	direct,	teacher	credibility	is	a	major	factor	when	the	learners	in	the	
classroom	do	not	look	like	the	teacher	that	greets	them	at	the	door	as	they	enter.	There	are	four	
components	of	teacher	credibility	outlined	in	the	research:	trust,	competence,	dynamism	and	immediacy.	

The	following	are	brief	descriptions	of	each	of	the	four	elements	of	teacher	credibility:	

1. Trust.	Students	want	to	know	that	their	teachers	really	care	about	them	as	individuals	and	have
their	best	academic	and	social	interests	at	heart.	Students	also	want	to	know	that	their	teachers
are	true	to	their	word	and	are	reliable.	Teachers	need	to	come	to	know	their	students	as	people
and	learners	to	build	relationships.	Teacher	clarity	(d	=.75)	is	paramount	and	helps	develop
relational	trust	which	is	the	on-ramp	to	learning.		Students	learn	best	from	teachers	who	they	feel
care	about	them.

2. Competence.	In	addition	to	trust,	students	want	to	know	that	their	teachers	know	their	stuff	and
know	how	to	teach	that	stuff.	They	expect	an	appropriate	level	of	expertise	from	their	teachers	in
terms	of	delivery	and	accuracy	of	information.		Having	solid	subject	matter	knowledge	and	the
ability	to	impart	that	knowledge	in	a	manner	that	allows	students	to	drive	their	own	learning	is
essential.	A	well-paced	lesson	with	accurate	information	contributes	to	teacher	credibility.

3. Dynamism.	This	aspect	of	teacher	credibility	focuses	on	the	passion	teachers	bring	to	the
classroom	and	their	content.	It’s	really	about	the	ability	to	communicate	your	enthusiasm	for	your
subject	and	your	students.	This	element	requires	developing	dynamic	lessons	that	capture
students’	interest	as	does	guiding	students	into	having	vibrant	and	lively	discussions	with	each
other	to	develop	a	sense	of	community	in	the	classroom.
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4. Immediacy.	This	final	construct	of	teacher	credibility	focuses	on	accessibility	and	relatability	as
perceived	by	students.	Teachers	need	to	move	around	the	room	and	be	easy	to	relate	to.	Students
want	to	get	to	know	their	teachers.	Teachers	with	high	credibility	make	themselves	accessible	and
yet	communicate	a	sense	of	urgency	in	the	lesson	that	signal	to	students	that	their	learning	is
important.

Adapted	from:	PLC+	Better	Decisions	and	Greater	Impact	by	Design;		
Fisher,	Frey,	Almarode,	Flories,	Nagel,	Corwin,	2019	

Element of teacher credibility most natural for 
me to live out with my students or teachers 

Specific	action	in	the	past	year	you	have	used	to	
promote	that	element	

Link	to	Article	on	teacher	credibility:	https://tinyurl.com/TEACHERCRED	

Teacher	Self-Efficacy.	In	addition	to	being	credible,	self-efficacy	is	our	individual	beliefs	that	we	can	reach	our	
goals.	It’s	not	self-esteem,	which	is	the	worth	we	place	on	ourselves.	It	is	much	more	than	confidence,	as	we	can	be	
highly	confident	that	we	will	fail	miserably.	Instead,	as	Bandura	(1982)	noted,	self-efficacy	is	a	personal	judgement	
about	"how	well	one	can	execute	courses	of	action	required	to	deal	with	prospective	situations"	(p.	122).	People,	
including	teachers,	who	have	high	levels	of	self-	efficacy	exert	sufficient	energy	to	accomplish	their	goals.	In	
contrast,	people	(including	teachers)	who	have	low	self-efficacy	tend	to	give	up	and	do	not	accomplish	their	goals.	

Bandura	identified	four	factors	that	impact	self-efficacy	including	experiences	of	mastery,	modeling,	social	
persuasion,	and	physiological	factors.	

1. Experiences	of	mastery.	The	experience	of	mastery	is	the	single	most	important	factor	developing	and
reinforcing	a	person’s	self-efficacy.	When	we	experience	success,	or	accomplishments,	we	begin	to	attribute
those	successes	to	our	actions	rather	than	outside	forces.	In	other	words,	success	breeds	success.	We	look
for	situations	in	which	we	believe	we	will	be	successful	because	it	reinforces	our	self-efficacy.	Conversely,
we	tend	to	avoid	situations	in	which	we	believe	we	will	fail.	Or,	if	we	already	have	low	self-	efficacy,	we	look
for	confirming	evidence	that	we	are	not	going	to	be	successful.

2. Modeling.	When	we	see	others	succeed,	especially	when	we	perceive	them	to	be	about	the	same	as
ourselves,	our	self-efficacy	increases.	To	a	large	extent,	people	say	to	themselves,	“If	they	can	do	it,	so	can	I.”

3. Social	Persuasion.	To	a	lesser	extent,	encouragement	from	others	builds	self-efficacy.	We	say	to	a	lesser
extent	because	the	previous	two	factors	are	very	powerful.	But	we	don't	want	to	ignore	the	power	of	peer
support.	When	we	trust	the	person	who	encourages	us,	we	can	increase	our	self-efficacy.	If	the	person	is
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honest	with	us	and	we	believe	that	that	person	has	our	best	interests	at	heart,	social	persuasion	can	serve	
as	a	tipping	point.	

4. Physiological	Factors.	There	are	a	number	of	physical	and	biological	contributors	to	our	self-efficacy.
When	we	experience	stress,	our	self-efficacy	is	generally	reduced.	That	is,	unless	we	learn	to	recognize	that
stress	as	part	of	a	natural	process.	Similarly,	when	we	are	frightened,	it’s	hard	to	maintain	self-efficacy.
Instead,	we	move	into	a	flight,	fight,	or	freeze	situation.	People	with	higher	levels	of	self-efficacy	recognize
these	physiological	factors	and	understand	that	they	are	natural	biological	responses	to	situations	that	do
not	necessarily	signal	failure.

Capture	the	essence	of	each	factor	in	10	words	or	fewer:	

Experiences	of	Mastery:	 Modeling:	

Social	Persuasion:	 Physiological	Factors:	
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Collective	Teacher	Efficacy	(d=	1.39)	
Reflection	Sheet	

Three	Conditions	that	Promote	COLLECTIVE	TEACHER	EFFICACY	

Positive	
Interdependence	

When	teachers	are	learning	new	concepts,	strategies,	and/or	technical	actions	related	to	
implementing	formative	assessment	tools,	they	must	be	able	to	consistently	practice	and	
apply	these	new	strategies	and	ideas.			

This	is	critical	for	two	reasons:	

1. First,	to	identify	any	potential	gaps	in	their	learning	and	to	determine	their
specific	next	learning	steps.

2. Next,	and	perhaps	more	importantly,	how	to	make	connections	into	their	existing
schema	and	be	able	to	adapt	into	the	core	concepts	into	their	classroom
practices.

Teachers	must	be	able	to,	as	well	as	be	expected	to,	practice	new	strategies/concepts	
along	with	technical	aspects	while	receiving	feedback	from	peers	and	leaders.		The	more	
teachers	feel	supported	in	their	learning	journey,	the	more	they	will	apply	and	develop	
mastery	of	new	formative	assessment	concepts	and	be	more	likely	to	implement	these	
into	their	classroom	practices.	Here	is	where	they	will	move	their	learning	from	surface	
to	deep	and	then	into	the	critical	aspect	of	transfer.		

Application	of	
New	Knowledge	
→ Mastery
Learning
Experiences

Ownership	and	accountability	for	(all)	student	learning	must	be	shared	by	teachers	/	
teams.		When	there	is	a	common	and	rigorous	goal	for	student	learning,	ownership	and	
accountability	is	augmented.	Creating	a	common	challenge	unites	both	teacher’s	efforts	
and	as	well	as	passions	(Opfer	and	Pedder,	2011).		

Leaders,	both	at	the	school	and	team	level,	must	ensure	they	foster	a	culture	where	there	
is	a	solid	degree	of	accountability	towards	and	for	each	teacher	to	ensure	all	students	are	
making	the	highest	possible	gains	and	progress	in	their	learning.			

Fine	Grained	
Discourse	
around	Student	
Learning	

Of	all	of	the	elements	that	drive	collective	teacher	efficacy	through	the	use	of	
collaborative	formative	assessment,	above	all	else	is	how	it	drives	the	ability	to	
have	fine-grained	discourse	around	student	learning.		

Quality	and	effective	use	of	collaborative	formative	assessment	can	provide	
teachers	the	ability	to	consistently	review	and	monitor	student	learning	on	deep	
levels.	This	must	go	beyond	looking	at	data,	numbers,	or	percentages—If	that	is	
all	teachers	use	assessment	evidence	for,	collective	efficacy	will	be	significantly	
diminished.		
Teachers	and	teams	must	meticulously	examine	evidence	that	is	directly	aligned	
to	agreed	upon	and	rigorous	learning	targets.	This	allows	for	the	primary	and	
sole	focus	of	any	assessment,	which	is	to	diagnose	any	specific	student	learning	
gaps.	From	here,	teachers	and	teams	must	engage	in	dialogue	and	discussion	to	
determine	the	best	instructional	actions	to	support	student	progress	of	learning.	
The	emphasis	here	is	on	the	progress	of	student	learning,	so	assessment	evidence	
must	allow	for	teachers	and	teams	to	identify	why	any	student	gaps	in	learning	
are	present	as	well	as	why	they	are	reaching	targeted	outcomes.	



Vignette: Ensuring Application / Mastery of New Learning—ADMINISTRATOR to TEACHERS 

Joe Hatcher has been the principal at South Junior High for 7 years & has a staff of 120 teachers.  He knows full well that 

professional learning must allow teachers the ability to practice & apply new knowledge as well as ensure follow-up coaching 

& support are provided.  His staff had completed year one of Visible Learning+ work with a Foundation Day & Evidence into Action 
1 & 2.  Their focus for the coming year would be on Hattie’s instructional feedback model. His teachers had struggled with defining 
learning intentions & sharing specific success criteria with students. Without these, instructional feedback would lose its effectiveness 
to impact learning. Joe knew having clear success criteria targets wasn't just for student learning—it was just as critical for adult 
learning as well.   

His team was intentional in providing clear targets with staff for their start of year 
in-service professional development session. They also provided teachers time to 
apply the (new) knowledge in their own content / subject areas.  This provided 
teachers the ability to apply new learning through practice as well as held 
teachers accountable for doing so.  The next three early release sessions were 
devoted to allow teachers to share specific classroom actions & examples of student (work) & learning. Joe was providing teachers 

time to develop a level of mastery; just like we need to for students. Finally, Joe held himself & his leaders accountable as well.  Staff 
surveys were provided after the initial learning sessions and then twice within the first month of the school year to allow teachers to 
share their thoughts and ideas.  Finally, all classroom observations & walk-throughs during the first six weeks of the school year were 
concentrated specifically on collecting evidence on how teachers were providing students clear success criteria targets as well as 
how they were applying task, process, & self-regulation feedback effectively. Teachers survey results indicated they were pleased 
they were being provided ‘feedback on their feedback!’ Administrators stayed disciplined & did not get caught up in making additional 

Day 1: Whole staff (4-hours): Instructional Model & establishing 
clear success criteria targets. 

Day 2: Small course team / PLC groups (2-hours): Designing 
specific success criteria targets, determining possible student 
errors & type of feedback they may provide students for first 2 
units of study

Actions to Develop Collective Teacher Efficacy 

David Nagel
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& unnecessary comments about other classroom practices.  Teachers knew exactly what the focus was and could apply the ideas & 
input from observations immediately.  

In-Service (Start 
of Year) Learning 

Intention

Staff Success 
Criteria

Opportunity for 
Application & Mastery

Follow-Up Coaching / 
Support

Examining Leadership 
Impact

Connect 
importance of 
instructional 
feedback to 

students about the 
standard / 
objective

Staff will be able to 
provide three tiers of 

instructional feedback 
to students based on 

how students are 
progressing towards 

objective / target

Staff practice instructional 
feedback model in-service 

day (2 hours) 
Day 2 (Building) day with 
grade level / department 

example (1 hour) 
NEXT 3 Early Release 
Professional Learning 

Sessions (1.5 hours each)

ALL walk-throughs during 
Aug. 15—Sept. 8th will focus 

on collecting evidence & 
providing teachers responses 
& feedback on how they are 

affording clear & understood 
success criteria to students 

as well as providing 
instructional feedback 

effectively.

Quick staff surveys 
collected on: 

**Aug. 15 
**Aug. 29 
**Sept. 14 

This will allow school 
leaders to determine the 

impact of the 
professional learning 
they provided as well 

teacher understanding & 
application of new 

knowledge

Reflection: How are your teachers provided opportunities to develop mastery of new knowledge?

David Nagel
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	KEY	Learning	and	Connections	to	Collective	Teacher	Efficacy	

For	ME	in	my Role	 For	MY	Team(s)	/		PLCs	

APPLICATION 
OF NEW 

KNOWLEDGE 
    

POSITIVE  
INTERDEPENDENCE 

      FINE GRAINED  
DISCOURSE 

AROUND STUDENT 
LEARNING 

David Nagel


David Nagel
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Thank	You!
See you on Feb 

19th!	
Dave	Nagel	
@dave_Nagel1	

Dave.nagel@corwin.com	

David Nagel





