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Opportunity Culture Toolkit: All Tools 

• Tools for Districts 

• Tools for Schools 

• Tools for Budgeting 

• Tools for Human Resources 

In addition to the items linked from this toolkit, Public Impact will post additional materials for districts and 
schools to use in each phase of this toolkit as materials become available. Please check the Opportunity Culture 
Toolkit page on OpportunityCulture.org for the latest, complete collection.  

  

http://opportunityculture.org/opportunity-culture-toolkit/all-tools/
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http://opportunityculture.org/opportunity-culture-toolkit/
http://opportunityculture.org/
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THE PURPOSE OF THIS GUIDE 

OVERVIEW 
This toolkit helps schools and districts ensure that 
all students have access to excellent teachers and 
teaching teams, consistently. It offers step-by-step 
guidance for choosing and implementing school 
models that allow great teachers to extend their 
reach to more students and teaching peers, for more 
pay, within budget. These models use job redesign 
and age-appropriate technology to provide paid, 
financially sustainable career advancement 
opportunities and rigorous, job-embedded 
development for all teachers. We call this an 
Opportunity Culture.  

Building an Opportunity Culture means valuing 
excellence and opportunity in a school’s daily 
routines. By redesigning teachers’ roles, providing 
opportunities for career advancement, improving 
collaboration during school hours, using technology 
wisely, and carefully selecting, developing, and 
evaluating teachers, schools can reach far more 
students with teaching excellence. Far more 
teachers can excel in their jobs.  

This toolkit seeks to help leaders of districts and 
charter management organizations (CMOs)1 engage 
their teachers, school leaders, central staffs, and 
boards in the development, implementation, and 
refinement of an Opportunity Culture. School teams 
can redesign their schools to achieve a culture of 
excellence and permanently funded career paths.  

The primary audiences for this toolkit are the leaders 
and teams organizing changes at both the district 
and school levels. Partners helping education leaders 
with organizing, school design, technology, or other 
elements of the change process will also find this 
toolkit valuable. 

This toolkit is a work in progress. We expect to 
update it regularly with new tools and improved 
process steps, as we and our partners learn from the 
schools implementing models to extend the reach of 
excellent teachers. Please send us your feedback, so 
that we can make this work better for teachers and 
the students they serve.  

                                                           
1 Note: The rest of this guide refers to districts, but it can 
also be used by CMOs. 

HOW TO USE THIS GUIDE 
This guide begins with an Introduction to an 
Opportunity Culture and the school models at its 
foundation. Readers can return to this section when 
needed throughout the design process.  

The rest of the guide is organized into the following 
key design and implementation phases of building an 
Opportunity Culture: 

 Phase 1: Commit to Building an Opportunity 
Culture 

 Phase 2: Make District-Level Design Decisions 

 Phase 3: Secure School-Level Commitment & 
Pre-Plan for Success 

 Phase 4: Make Major School-Level Design 
Decisions 

 Phase 5: Communicate and Prepare for 
Classroom Implementation 

 Phase 6: Implement Reach Models and 
Opportunity Culture Supports 

 Phase 7: Evaluate and Refine 

Each phase described in this toolkit includes a set of 
objectives, detailed steps for accomplishing the 
objectives, and links to relevant tools and resources. 
New and updated tools are added to 
www.OpportunityCulture.org regularly. Visit the 
website for updated versions of this toolkit and 
tools.  

See especially the Opportunity Culture District 
Action Steps for an overview of responsibilities.  

INTRODUCTION 
TO AN OPPORTUNITY CULTURE 
UNDERSTANDING AN OPPORTUNITY CULTURE 
Despite significant increases in U.S. education 
spending in recent decades, achievement gaps 
persist, and we have fallen behind globally. While 
spending has increased, schools have not spent 
those increases on the classroom teachers 
increasingly accountable for student outcomes: As 
funding has risen, pay has stagnated, and career 
opportunities in teaching have barely changed.  

By the 2000s, only about 25 percent of U.S. classes 
were taught by teachers who achieve an average of 
1.5 years of student learning growth annually. The 
progress these excellent teachers produce is 
essential to closing achievement gaps. Students who 

http://opportunityculture.org/our-initiative/feedback/
http://opportunityculture.org/
http://opportunityculture.org/wp-content/uploads/2016/12/Opportunity_Culture_Toolkit_District_Action_Steps-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2016/12/Opportunity_Culture_Toolkit_District_Action_Steps-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2014/10/Seizing_Opportunity_at_the_Top_II-Public_Impact.pdf
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start behind must make more than a year of 
progress each year for multiple years to catch up. 
Similarly, average students need more than a year of 
progress to leap ahead to honors work, and 
advanced students need the same to match their top 
international peers. In contrast, a good or solid 
teacher achieves what schools today call a year’s 
worth of progress with students annually. With just 
today’s “good growth,” students do not catch up or 
leap ahead. Achievement gaps stay intact, and 
average students stay stuck in the middle.  

Students need excellent teaching consistently, year 
after year. Moreover, all students need the higher-
order thinking and social, emotional, and 
organizational skills that excellent teachers develop 
so well in their students.  

Unfortunately, current strategies alone will never fill 
our 3 million classrooms with teachers who are as 
good as today’s top 25 percent.2 Meanwhile, great 
teachers are left with few sustainably paid career 
advancement options in teaching. Good, solid 
teachers lack the support and guidance they need to 
work toward excellence for all students.  

Schools can provide all students with excellent 
teaching by introducing an Opportunity Culture. In 
an Opportunity Culture, schools extend the reach of 
their excellent teachers to more students and 
teaching peers, using job redesign and technology. 
Teams working collaboratively extend their reach, as 
well, without forcing class-size increases. All 
teachers have career opportunities dependent upon 
their excellence, reach, and leadership. 
Advancement allows greater reach and higher pay. 
All teachers have opportunities to develop to their 
full potential through collaboration with and 
leadership from excellent teachers. In most school 
models, frequent team collaboration and 
development during school hours become possible—
letting all teachers contribute to excellent team 
outcomes while improving. 

 

                                                           
2 See Opportunity at the Top for the effects of continued 
recruitment of great teachers and dismissal of truly 
ineffective teachers on the number of students who have 
great teachers. Adding reach and retention would reach a 
large majority of students with great teachers. On-the-job 
development adds to the potential.  

SCHOOL DESIGNS IN AN OPPORTUNITY CULTURE 
To help far more students excel, teachers need new 
school models. With significant input from excellent 
teachers, Public Impact produced models that 
extend the reach of great teachers and provide 
sustainably funded, paid career paths enabling all 
teachers to pursue excellence. School design teams 
that include teachers continue improving these 
models.  

Extending the reach of excellent teachers requires 
schools to redesign jobs, use technology in new 
ways, or both. By making the right changes, schools 
can provide all teachers with pay increases and 
career advancement opportunities. Most models 
allow teamwork and professional development 
during the school day, and some make part-time 
work, reduced hours, and flexible schedules 
possible. 

Years of data-gathering from a wide range of 
Opportunity Culture districts and schools have 
provided more guidance for schools to follow on 
choosing roles and implementation in order to 
achieve student and teacher success like high-

http://opportunityculture.org/opportunity-culture/reach/career-paths
http://opportunityculture.org/reach/pay-teachers-more
http://opportunityculture.org/opportunity-at-the-top/
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growth Opportunity Culture schools. See the School 
Design Map for details. 

Schools can extend excellent teachers’ reach directly 
or indirectly. 

In direct-reach roles, excellent teachers teach more 
students with support from technology and/or an 
assistant known as a reach associate. These include: 

 Time Swaps, in which students spend some 
time—as little as an hour per day—with digital 
instruction or offline skill practice and projects, 
supervised by paraprofessionals. This allows 
blended-learning teachers and expanded-
impact teachers to teach additional students, 
and to focus on personalized instruction and 
students’ higher-order thinking skills. Schools 
can provide these teachers with additional 
planning and development time by limiting 
student loads and scheduling blocks of planning 
time. Teachers advance by teaching more 
students with excellent outcomes. 
 

 Elementary Specialization, in which classroom 
specialists teach their best subject(s). Schools 
can reduce teachers’ noninstructional duties, 
using paraprofessionals to support the teachers, 
so they can reach more students and have time 
during the school day for planning and 
collaboration. Teachers advance by teaching 
additional classes with excellent outcomes. 
 

 Class-size increases, in which large-class 
teachers advance by teaching more students 
while still showing excellent outcomes (within 
limits, and by choice). This is a simple method of 
extending reach used by some high-performing 
nations. But, note that no schools implementing 
an Opportunity Culture thus far have used class-
size increases alone. Schools have used them 
only in combination with other models, such as 
Time-Technology Swaps, that can simultaneously 
decrease instructional group size. Class-size 
increases by themselves do not enhance 
collaboration, on-the-job learning, or teacher-
leadership; adding shared paraprofessional 
support staff makes these additional elements of 
an Opportunity Culture possible. 

In indirect-reach roles, excellent teachers known as 
multi-classroom leaders reach more students by 
leading a team of teachers. 

 In Multi-Classroom Leadership, teacher-
leaders lead and develop teams of other 
teachers who use their methods and 
materials with multiple classrooms of 
students. Teacher-leaders, who are 
accountable for all students’ learning, 
advance by leading more classes and 
teachers with excellent outcomes. Team 
teachers advance by demonstrating 
increasing instructional excellence and 
leadership.  

See snapshots of these models on page 6. 

In each school model, schools increase teachers’ 
responsibility, pay, and impact when teachers reach 
more students with excellent teaching. 

Most of the models provide teachers with more, 
consolidated time during school hours for team 
collaboration and development—helping new 
teachers and solid teachers produce much better 
outcomes through teamwork with their already-
excellent peers. Appealing opportunities also arise 
for greater job flexibility, such as part-time work, 
focused roles with shorter-than-average workweeks, 
and other individualized arrangements—options 
already available to strong performers in other 
professions. 

Schools can combine models to save some school-
day time for planning, collaboration, and 
development and to put all teachers in roles that 
allow teams to excel. For these reasons, many school 
design teams have chosen to combine models.  

Changing schools this way sets up a virtuous cycle of 
career advancement opportunities, excellent 
outcomes for students, and financially sustainable 
excellence for schools. 

MORE PAY, WITHIN AVAILABLE BUDGETS 
Each of these reach models creates meaningful 
career paths for teachers and generates savings that 
schools can use to pay excellent teachers—or all 
teachers when implemented schoolwide—much 
more, within budget. 

http://opportunityculture.org/wp-content/uploads/2017/05/Opportunity_Culture_School_Design_Map-Public_Impact.docx
http://opportunityculture.org/wp-content/uploads/2017/05/Opportunity_Culture_School_Design_Map-Public_Impact.docx
http://opportunityculture.org/opportunity-culture/
http://opportunityculture.org/reach/pay-teachers-more/
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Teachers who extend their reach directly can earn 
up to 40 percent over today’s pay, and teachers who 
also lead other teachers can earn as much as 130 
percent more, with common pay increases in the 10 
to 50 percent range. Schools can pay more within 
budget, rather than relying on temporary grants, 
primarily by reallocating non-classroom teaching 
positions back to classroom roles, with higher pay, 
and by replacing a teacher vacancy on each team 
with an additional paraprofessional to support the 
team. Most schools can transition to this without 
unneeded dismissals within three years.  

CAREER PATHS IN AN OPPORTUNITY CULTURE 
In most schools today, “career advancement” for 
teachers involves leaving the classroom and direct 
work with students for a role as a school principal or 
other administrator. The few “master” or “mentor” 
specialist roles available rarely give mentors real 

authority or credit for the results of those they 
mentor. Many actually remove great teachers from 
direct responsibility for student outcomes.  

In an Opportunity Culture, models that extend 
excellent teachers’ reach create multiple career 
paths that enable all teachers and staff to develop 
and contribute to excellence immediately, within 
budget. All models also let excellent teachers 
continue their direct interaction with students. 
Leadership happens within the classroom, not by 
removing teachers from the classroom.  

Reach-extended roles enable excellent teachers and 
teams to take responsibility for more students. Team 
roles allow solid teachers to contribute to excellence 
immediately while developing their teaching 
prowess. Both good and great teachers can advance 
and earn more, sustainably. 

 

http://opportunityculture.org/reach/career-paths
http://opportunityculture.org/reach/career-paths
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