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KEY FINDINGS

B To accelerate the efforts of its network partners to develop teacher and student leadership, Teach For
All has synthesized and is sharing learnings from across its entire network through a new framework for
teaching and learning: Teaching as Collective Leadership (TACL).

B Between 2021 and 2022, Teach For All global facilitated immersive learning experiences with Ensefia
por Paraguay and Ensefia Ecuador to support these network partners’ early engagement with the TACL
framework. During these experiences, Teach For All global (1) provided opportunities to foster new ways of
thinking, (2) created collective and shared experiences, (3) provided network partners with space to con-
textualize the framework, and (4) portrayed the work of implementing the TACL vision as ongoing.

B Since engaging with the TACL framework, Ensefia por Paraguay and Ensefia Ecuador have refined their
visions for student leadership and revised aspects of their programming to foster teaching as collective

leadership.

B Ensefa por Paraguay and Ensefia Ecuador representatives report facing four key challenges in their
efforts involving the TACL framework: difficulty aligning perspectives across team members, time con-
straints, gaps between theory and day-to-day practice, and challenges related to local context.

each For All is a global network of more than
60 independent partner organizations in dif-
ferent countries (Teach For All, undated-b).
These organizations are committed to
reducing educational disparities through a shared
approach for advancing educational leadership.
According to Teach For All, too many children lack
access to a quality education, a problem that Teach
For All says is rooted in systemic social inequities.
Teach For All posits that the key to addressing these
inequities requires “people exercising leadership at
every level of education and government, from inside
and outside of the system” (Teach For All, undated-c).
Teach For All is therefore working to build a critical
mass of leaders across sectors who are committed
to working together and with other stakeholders to
advance educational equity (Kwauk, Robinson, and
Spilka, 2016).! Teach For All refers to its approach
as developing collective leadership. For definitions of
other key terms, see the box on the next page.

Teach For All operates on the premise that
strong educational leadership begins in the classroom
(Kwauk, Robinson, and Spilka, 2016). Each network
partner recruits and trains high-achieving college
students and professionals to teach for two years in
its nation’s most underserved communities. Network
partners work closely with fellows throughout their
two-year teaching commitments and offer ongoing
support for alumni to foster high-quality instruction,

innovation, and collaborative problem-solving. After
the two-year fellowships, Teach For All aims for fel-
lows to commit to a lifelong pursuit of educational
equity as educators, as school or district leaders, as
social entrepreneurs, or in other roles.

The mission of Teach For All’s global organiza-
tion (henceforth referred to as Teach For All global)
is to “accelerate” the efforts of its network partners
(Teach For All, undated-a). One of the ways in which
Teach For All global supports the work of its part-
ners is through its Global Learning Lab initiative.
Through its Global Learning Lab, Teach For All
synthesizes and shares insights and learnings—what
some researchers might refer to as “practice-based
evidence”—across its global network. Practice-based
evidence is based on the notion that teachers and the
communities in which they work should be systemat-
ically involved in producing, testing, and disseminat-
ing new ideas and practices (Bryk, 2015; Green, 2008;
Cook and Cook, 2016).

Through its Education Equity (EE) program,
the BHP Foundation invests in global education ini-
tiatives focused on leveraging evidence and testing
innovations. This report, which is part of a larger
evaluation effort of the BHP Foundation’s EE pro-
gram, is one in a series of brief cases that the RAND
Corporation is compiling to demonstrate the arc and
implementation of single-partner initiatives that are
illustrative of the BHP Foundation’s EE program




Key Terms and Organizations

Teach For All is a global network of more than 60 independent partner organizations in different countries. Part-
ner organizations, which are locally led, share a set of unifying principles and core values. Teach For All’s global
organization supports partner organizations across the network with resources and training.

Program fellows are recruited by Teach For All network partners to teach in underserved communities for two
years. Alumni are fellows that have completed their teaching commitment.

Enseria Ecuador and Enseria por Paraguay are Teach For All network partners in Teach For All’s Latin America
and Caribbean region.

Collective leadership refers to Teach For All’s broad vision of building a critical mass of education leaders.

The Teaching as Collective Leadership (TACL) framework is a framework for teachers, teacher coaches, and
program designers to advance student and teacher leadership in classrooms.

Teach For All's Global Learning Lab is an initiative spearheaded by Teach For All global to generate and share

insights from classrooms and communities across the Teach For All network.

theory of change (see appendix). Each case is based
on interviews with project partners. At the time of
writing, the BHP Foundation was supporting Teach
For All’s efforts to synthesize and share learnings
about collective leadership across its global network,
efforts which included the development of a new
framework for teaching and learning—the Teach-
ing as Collective Leadership (TACL) framework.
The TACL framework is a customizable tool that

is intended to help Teach For All fellows, alumni,
coaches, and program staff develop student leader-
ship, which is a key part of Teach For All’s overall
mission to develop collective leadership (Teach For
All, 2022d).

The purpose of this case is to illustrate how
Teach For All global supported early engagement
with the TACL framework by two network partners,
Ensefia por Paraguay and Ensefna Ecuador, and how
these network partners used the TACL framework
to inform their operations. According to our inter-
views, these two partners were among the earliest
to engage with the TACL framework. Although our
primary audience is the BHP Foundation and Teach
For All, this report could have relevance for other
nongovernmental organizations (NGOs), leader-
ship development organizations, or education lead-
ers interested in synthesizing and sharing learnings
across large global networks. To orient readers from
multiple audiences, we begin with an overview of
the origins and purpose of the TACL framework.

We then describe the strategies that Teach For All
global used to deepen the engagement of Ensefia por
Paraguay and Ensefia Ecuador with the TACL frame-
work through an immersive learning series. Next, we
describe Ensefia por Paraguay’s and Ensefia Ecua-
dor’s responses to the TACL framework. Because this
undertaking was funded by the BHP Foundation, we
connect the work back to the BHP Foundation’s EE
program theory of change. Finally, we offer key take-
aways that could be applicable for Teach For All and
other organizations that undertake similar work.

The Teaching as Collective
Leadership Framework

In this section, we provide a brief overview of the
TACL framework through a summary of its purpose,
a description of its evolution, and a timeline of its
development and release. For external audiences,

we note that the Teach For All network uses such
phrases as “developing collective leadership” and
“growing students as leaders” to describe its mis-
sion and vision. These phrases embody complex and
multidimensional concepts, some of which network
partners define for themselves. In our reporting, we
strive to strike a balance between straightforwardly
presenting the data we collected and providing more
context when necessary. Readers can find additional




‘[The TACL framework] offers a

new paradigm for how to approach
teaching and learning that includes
what we are aiming for with students,
how we develop them, and how
teachers show up in their leadership
and skKill. It has multiple components.
For one, we think about purpose.
What do we think the purpose of
education could be if our goal were
to shape students’ leadership so they
could be a leader of a better future
for themselves and all of us?”
—Representative from Teach For Al

information and view the framework on Teach For
All’s website (see Teach For All, undated-d).

Purpose of the Teaching as Collective
Leadership Framework

The TACL framework captures Teach For All’s
emerging theories about leadership development at a
classroom level. In its own words, “Teaching as Col-
lective Leadership is an actionable and locally cus-
tomizable framework for teachers, teacher coaches,
and program designers to grow students as leaders
of a better future for themselves, their communi-
ties, and all of us” (Teach For All, 2022d). Whereas
the term collective leadership refers broadly to Teach
For All’s overall mission and purpose, the TACL
framework is primarily concerned with the practices
that teachers and educational leaders undertake to
develop student leadership and how teachers nurture
their own leadership skills (Teach For All, 2022d).
Teachers and education leaders can use the TACL
framework to

o develop a localized vision for student leader-
ship with families and community members

o reflect on instructional practices through
lenses that challenge conventional power
dynamics

o generate culturally responsive strategies to
cultivate student leadership

« identify indicators that align with a vision for
student leadership.

The TACL framework has broad implica-
tions for how network partners organize their core
teacher training operations. Specifically, Teach For
All hypothesizes that engagement with the TACL
framework could foster changes in how some network
partners recruit, select, train, and support fellows and
alumni (Teach For All, 2022d; Teach For All, 2022a).
Other network partners might use the TACL frame-
work to expand or streamline their existing efforts to
develop collective leadership.

Description of the Teaching as
Collective Leadership Framework

As illustrated in the box on the next page, the TACL
framework consists of four basic elements: (1) pur-
pose, (2) lenses, (3) strategies, and (4) outcomes
(Teach For All, 2022d). As a reflection and discussion
tool, the framework prompts users to view their role
in developing student leadership through four lenses
intended to challenge conventional power dynamics.
In the words of the TACL, “Transformational teach-
ers ‘see’ their students, themselves, their communi-
ties, and their challenges in ways that are different
from conventional perspectives. By bringing into
focus the internalized assumptions we may need to
unlearn to become great teachers, these lenses have
radical implications for pre-service teacher train-
ing, coaching, and ongoing support” (Teach For All,
2022d). Strategies educators can use to nurture a
range of student leadership outcomes flow from the
conclusions that educators draw about themselves,
their communities, and their purpose. The struc-
ture of the TACL reflects Teach For All’s hypothesis
that impactful educators view their purpose, their
students, and the communities they serve in distinct
ways (Teach for All 2022¢; 2022d).




Evolution of the Teaching as Collective
Leadership Framework

Teach For All’s Global Learning Lab began develop-
ing the TACL framework as part of its Teaching as
Leadership 2.0 initiative, which the Lab launched

in summer 2020 (Teach For All, 2020a; 2020b). The
Global Learning Lab functions similarly to what
researchers have termed a networked improvement
community (NIC) (Bryk, 2015; Russell et al., 2017).
NICs generally consist of multiple contributors

who are united by a common vision and systemati-
cally work together so that “they can learn faster
how to improve” (Bryk, 2015). Indeed, Teach For
All describes the Global Learning Lab as “an engine
of learning and innovation” (Global Learning Lab,
undated).

The TACL framework is the product of conversa-
tions the Global Learning Lab facilitated with thou-
sands of teachers, coaches, and other stakeholders
about the “patterns they see in classrooms and com-
munities where students seem to be growing as lead-
ers of a better future” (Teach For All, 2022a). Viewed
this way, the TACL framework is a distillation of
educators’ practices and insights into a conceptual
framework (or theory) about the necessary means for
teacher and student leadership development (Chun
Tie, Birks, and Francis, 2019; Glaser and Strauss,
1999). Teach For All hypothesizes that, as a conversa-
tion and critical reflection tool, the TACL framework
will accelerate network partners’ efforts to develop
teacher and student leadership by fostering critical
conversations about essential elements of practice.

Viewed another way, the TACL framework is
Teach For All’s response to teaching models that the
network views as too narrow in scope or outmoded
(Teach For All, 2022a). As one representative from
Teach For All global explained, “The TACL frame-
work captures the progression of Teach For All’s core
values as they have evolved over time.” Specifically,
the TACL framework is intended to provide an alter-
native to teaching approaches that (1) focus too nar-
rowly on student academic mastery at the expense of
other valuable student outcomes, (2) are dismissive
of community and students’ cultural identities or
values, and (3) are “uninformed by a revolution in

Elements of the Teaching as Collective
Leadership Framework

The TACL leadership structure consists of the fol-
lowing elements (Teach For All, 2022d):

e Purpose
- Exploring the purpose of education
- Reflection on dynamics of diversity, equity,
and inclusiveness
® Lenses
- Students as leaders
- Teachers as students
- Community as power
- Our work as systemic
e Strategies
- Love and Connect
- Listen and Envision
- Learn and Design
- Facilitate and Challenge
- Reflect and Grow
e Qutcomes
- Well-being
- Connectedness
- Awareness
- Agency
- Mastery

the science of learning and development” (Teach For
All, 20224d).

By comparison, the TACL framework encourages
teachers to focus more expansively on developing a
holistic vision for fostering student leadership in addi-
tion to increasing student achievement. In Teach For
All's companion material to the TACL, the authors
explain that “closing achievement gaps is an impor-
tant but insufficient proxy for students fulfilling
their potential to challenge the underlying causes of
inequity that affect their lives” (Teach For All, 2022a).
Teach For All has suggested that even the original
Teaching as Leadership model (Farr, 2010), which
some Teach For All partners have historically relied
on, contains elements that focus too singularly on
remedying achievement gaps (Teach For All, 2022a).




“While each local context is unique,
similarities in the nature of the
challenges facing children from place
to place mean that solutions are
often shareable. Because solutions
are shareable, the Teach For All
global organization provides unique
value by connecting partner staff,
teachers, and alumni to share these
innovations with colleagues around
the world, and to learn from and
adapt promising ideas in their own
countries.”—excerpt from internal
report (Teach For All, 2018)

‘Perfecting inherited, industrial-era
ways of teaching and learning will
not lead to an equitable, just, and
sustainable future on this planet. But
there is another way . . . "
—excerpt from webpage (Teach For
All, undated-d)

Early Release and Training with
Network Partners

In 2021, Teach For All released a version of the TACL
framework to several network partners, including
Ensefia por Paraguay and Ensefa Ecuador, for pilot-
ing (Teach For All, 2021a; 2021b). Teach For All refers
to these network partners as “early adopters” (Teach
For All, 2021a). To enhance the early engagement

of Ensefa por Paraguay and Ensefia Ecuador with
the TACL framework, Teach For All global facili-
tated two TACL-focused immersive training series
with these network partners. The first series, which

took place in spring and summer 2021, involved two
phases of training: a learning phase that consisted of
six sessions over five weeks and a design and applica-
tion phase that lasted approximately three weeks. In
2022, Teach For All facilitated a three-day training
that was attended by new staff from Ensela Ecuador
who had not attended the first training. Although
Teach For All global provided Ensefia por Para-

guay and Ensefa Ecuador with additional supports
(including one-on-one technical guidance) follow-
ing its immersive learning series, the first immersive
learning series—which is our focus—was the primary
touchpoint between these network partners and
Teach For All global for learning about and imple-
menting the TACL framework.

Teach For All’s Strategies

for Supporting Immersive
Engagement with the Teaching
as Collective Leadership
Framework

In this section, we describe four strategies that Teach
For All global used during its immersive learning
experiences with Ensefa por Paraguay and Ensefia
Ecuador to support deepened engagement with

the TACL framework. We identified these strate-
gies from the information that interviewees shared
with us. These strategies consisted of (1) providing
experiences that fostered new ways of thinking using
the TACL framework, (2) creating collective and
shared experiences, (3) embedding opportunities for
partner-led design and application, and (4) framing
the work as an ongoing learning process.

Strategy 1: Providing Experiences That
Fostered New Ways of Thinking Using
the Teaching as Collective Leadership
Framework

During the immersive learning series, Teach For All
global aimed to foster new ways of thinking using the
TACL framework. As one representative from Teach
For All global explained, the immersive learning
experiences with Ensefa por Paraguay and Ensefia




Ecuador were “designed for participating staff to
personally experience the leadership development
that the TACL framework invites [network partners]
to work on with their teachers.” To accomplish this
goal, Teach For All global leveraged activities to pro-
mote deep levels of introspection and dialogue using
the lenses of the TACL framework. The purpose of
these activities was to help participants identify their
own deeply internalized beliefs about education and
to develop a shared vision for teacher and student
leadership.

One representative from Teach For All global
described the tenor of these sessions as having “a
give-and-take flow.” Elaborating, this representative
shared that, throughout the immersion series, “We
[offered] reflection spaces and team time, [came]
back, did more reflection and more processing.”
Some of the specific activities that representatives
from Teach For All global mentioned were (1) using
provocations (e.g., videos, testimonies, articles) to
challenge conventional theories about impactful
instruction; (2) facilitating reflection and dialogue
to co-examine staff members’ personal experiences,
beliefs, contexts, and identities; and (3) using ques-
tions derived from the lenses of the TACL to explore
organizational mission and purpose (see the sample
questions in the box below).

In addition to inspiring thinking based on the
TACL framework, Teach For All global representa-
tives modeled strategies that partners could adapt to
facilitate leadership development trainings with fel-
lows. As one representative from Teach For All global
explained, the approach they used during the immer-
sive learning series—which is based on adult learn-
ing theory (i.e., “what we understand about the way
people learn and grow”)—“invites thinking in a more
simple, expansive way.” Teach For All has elsewhere

“The way | describe the framework [is
that] it is an invitation to think about
purpose. What is fundamental to
produce meaningful outcomes? It is a
way of thinking about approach, but
the answers to those questions have
to be defined by the partners.”
—Representative from Teach For Al

described this approach to training as “a departure”
from traditional teacher development models (Teach
For All, 2022a).

Strategy 2: Creating Collective and
Shared Experiences

Representatives from Teach For All global shared
that involving a critical mass of staff members across
different levels of each partner organization was a
crucial element of their approach to introducing the
TACL framework. As one representative explained,
achieving high participation rates across both orga-
nizations was important because “the purpose and
lenses [of the TACL framework] have broader impli-
cations for the way organizations think about leader-
ship.” Having most of their staff participate in the
immersion training sessions made it possible for both
Ensefa por Paraguay and Ensefla Ecuador to modify
their visions for teacher leadership development,
build a common language around those visions, and
make substantive changes at the organizational level.

Questions Used to Explore Organizational Mission and Purpose

The following questions derived from the lenses of the TACL framework are examples of prompts used during

TACL immersive learning experiences:

e What is our shared understanding of equity and how can we connect our purpose to it?
e What role do students play in creating a better future for themselves and all of us?

e \What does “a better future” mean?

e What is the next program evolution that allows us to achieve this better future?




“The design of the sessions
themselves reflected very much what
the model is about. So, the whole
time, it was about how do we define
this for our country, and confront
mindsets, and from there, working
towards how we hope to see student
leadership in our communities.”
—Representative from Ensena por
Paraguay

“ That is one of the things we took
the most from this experience —the
opportunity that every single member
now shares the same core values—
the core mindset of what we dream
for our work and what our theory of
change is.” —Representative from
Ensena por Paraguay

One representative from Ensefna por Paraguay
explained that this was one of the first instances
in which the Ensefa por Paraguay team had come
together to “ask ourselves hard questions in the same
space.” She went on to say, “For us, it was about expe-
riencing together as an organization how we could
give more structure and understand better the work
we were already doing, [which gave] it a clear way for-
ward.” Similarly, representatives from Ensefia Ecua-
dor shared that the immersion series helped them
align their individual perspectives about teaching and
leadership “into an inclusive and cohesive mission.”

Strategy 3: Embedding Opportunities
for Partner-Led Design and Application

The high level of flexibility of the TACL framework
is an intentional, designed feature. Representatives
from Teach For All global shared that, although
some network partners have chosen to adopt the
entire TACL framework, other network partners
may choose to adopt one or two elements of the
TACL framework at a time. After learning about

the TACL framework and confronting their beliefs
about education through the lenses of the TACL
framework, Ensefia por Paraguay and Ensefia Ecua-
dor staff members spent a considerable amount of
time (1) determining which components of the TACL
framework (lenses, strategies, and outcomes) were
most useful for their context and (2) redesigning
programs and program materials accordingly. For
example, both network partners used the lenses of
the framework in different ways to create new teacher
competencies, which they added to their classroom
observation rubrics to promote practices related to
student leadership development. The Teach For All
global representatives with whom we spoke referred
to this portion of the immersion series as the “design
and application phase.”

Strategy 4: Framing the Work as an
Ongoing Learning Process

Partner organizations recognized gaps in their
understanding about how to promote and lever-

age collective leadership for student-level impact.
Likewise, all representatives with whom we spoke
explained that Ensefia por Paraguay’s and Ensefa
Ecuador’s work to integrate the principles of the
TACL framework into their programming is ongo-
ing. Both partners are still testing their assumptions
about how collective leadership drives impact and
adjusting their recruitment, training, placement,
and support structures as they learn. Teach For All
global continues to provide support to both partners
through one-on-one technical guidance as needed.




Enseina por Paraguay’s and
Enseina Ecuador’s Application
of the Teaching as Collective
Leadership Framework

In this section, we summarize what representatives
from Ensefia por Paraguay and Ensefa Ecuador said
about how their organizations were applying the
TACL framework, efforts that representatives from
both organizations reported were ongoing. Repre-
sentatives from both network partners described the
TACL framework as a natural extension of the work
they were already doing to develop collective leader-
ship and as one of several resources they were using
to inform their visions. Network partners’ delinea-
tion between key terms (e.g., collective leadership, stu-
dent leadership, teacher leadership, community) and
the importance the partners attached to those terms
differed depending on each partners’ context, theory
of change, and previous experiences, as well as the
lenses of the TACL framework that they prioritized.

The TACL framework is intended to have an
array of applications. Although the factors listed
above slightly complicated our ability to determine
the parameters of influence of the TACL framework,
we identified two applications that were most clearly
attributable to Ensefa por Paraguay’s and Ensefa
Ecuador’s use of the TACL framework. Specifically,
both network partners used the TACL framework to
build a vision that includes student leadership devel-
opment and to implement organizational changes
that support student leadership development in ways
that they considered to be aligned with the TACL
framework.

Building a Vision That Includes Student
Leadership

Representatives from Ensefia por Paraguay and
Ensefia Ecuador shared that one key takeaway
from the immersive learning series was a deeper
understanding of and desire to incorporate student
leadership development as part of a broader vision
for collective leadership. Representatives from both
organizations explained that, in their contexts, stu-
dent leadership development is a relatively novel

“The main difference is that this new
view allows us to see the student as
a whole being: not only the academic
results but also how they live and
work in a community, how they see
themselves in the future, how they
develop different competencies that
are not academically oriented.”
—Representative from Enseria
Ecuador

concept. Because of their close ties with the local
community, these network partners relied heavily on
the “community as power” lens to inform their aims
for student leadership.

As representatives from Ensefia por Paraguay
explained, the TACL framework supported their
shift toward a more “holistic” orientation toward
student learning that is rooted in local community.
One representative shared that the TACL framework
“help[ed] us have a wider view of the student as a
whole and the communities we work with.” Accord-
ing to this representative, Ensefia por Paraguay’s pre-
vious approaches for teacher development were more
narrowly focused on improving students’ academic
achievement (e.g., test scores, graduation rates). The
TACL framework helped Ensefia por Paraguay iden-
tify additional, leadership-oriented outcomes that
fellows could pursue with students alongside aca-
demic achievement. These included helping students
take ownership of their own learning, build critical
thinking skills, establish connections between course
content and the real world, collaborate, and use what
they learn to improve themselves and their local
communities (i.e., “collective well-being”).

In a similar vein, representatives from Ensefia
Ecuador shared that the TACL framework helped
their organization reflect on the type of training
teachers need to foster student leadership. Specifi-
cally, the TACL framework clarified the importance
of helping fellows to view students as active agents in




‘If we change the mindset of
developing students as leaders, we
[also] have to change the way we
train teachers to develop students
as leaders."—Representative from
Ensena por Paraguay

the classroom (“student leaders”). Similar to Ensena
por Paraguay, these representatives conceptual-

ized student leadership in terms of helping students
develop skills to benefit the local community. As one
representative explained, “the TACL as a framework
enables fellows to help students also develop a leader-
ship that will impact the wide community. [We are
building] a pipeline from [fellows] to students in the
community.”

At the time of our interviews, representatives
from Ensefia por Paraguay and Ensefla Ecuador said
that they were redesigning aspects of their training to
enhance fellows’ capacity to support student leader-
ship development and shared specific examples from
fellows whose teaching strategies aligned with their
emerging visions for student leadership development.
For examples of some of the strategies these represen-
tatives said they were working to encourage, see the
box below.

Programmatic (Re-) Designs Using
the Teaching as Collective Leadership
Framework

In this section, we describe examples of shifts and
changes Ensefa por Paraguay and Ensefia Ecua-

dor made or were in the process of making to their
programs and operations that were informed by the
TACL framework. Overall, both partners told us that
they had reviewed their organizational theories and
frameworks to determine how well these aligned with
the TACL framework. Additionally, both reported
concrete changes they had already made to their
recruitment, selection, training and support, and
alumni programs based on their engagement with
the TACL framework (see Table 1).

In addition to the changes presented in Table 1,
representatives from Ensefa por Paraguay explained
that the four lenses of the TACL framework helped
them identify and address gaps across their training
and support programs for fellows. During our first
round of interviews, an Ensefia por Paraguay repre-
sentative told us that the goal of developing student
leadership necessitated a shift toward encouraging
“teachers as learners.” That is, teachers must learn to
view their students and the communities they serve
as co-contributors rather than viewing themselves
as “the one who has all the answers.” As part of its
theory of change, Ensena por Paraguay encourages
its fellows and alumni to view every opportunity as a
learning experience.

During our second round of interviews, Ensefia
por Paraguay representatives shared how the

Examples of Instructional Strategies That Participants Said Support Student Leadership

Development

Ensefia por Paraguay and Ensefia Ecuador representatives provided the following examples of strategies that

align with their vision for promoting student leadership:

e Teachers drawing on examples from popular culture to contextualize course content for students. For
example, one fellow in Ecuador used a popular cartoon to teach students about intellectual property.

e Teachers drawing on parents’ knowledge and experiences. For example, in Ecuador, one fellow enlisted
parent expertise in designing a class project involving the development and management of farmland.

e Teachers creating class projects to address a school or community need. For example, one fellow in Para-
guay enlisted students to create campaigns to beautify the school and improve students’ behavior in the

cantina line.

e Teachers asking students to connect learning with their own experiences.




TABLE 1

Reported Programmatic Shifts Ensena por Paraguay and Ensefna Ecuador Made When
Engaging with the Teaching as Collective Leadership Framework

Aspect of Programming

Ensena por Paraguay

Ensena Ecuador

Alumni Strategy °

Training and Support .

Developed an alumni strategy, which had e
not existed before, using TACL framework

Redesigned classroom observation tool o
with indicators to measure collective
well-being and collective leadership

Re-envisioned alumni strategy using
systemic change lens of TACL framework

Restructured training and supports
to nurture fellows’ development of
competencies derived from the TACL

e Restructured summer training institute * Implemented regular coaching sessions
around “teachers as learners” and with fellows
“community as power” lenses e Created a classroom observation tool

e Added trainings to help fellows build

with community engagement indicators

trusting relationships with local

communities

Recruitment and Selection °

Modified recruitment process based on .
feedback from the local community

¢ Added new “systems thinking”

competency to fellow selection criteria

Worked to align recruitment process
with fellow competencies that the aims
develop, including willingness to learn
and introspection

* Modified application process to assess

collective leadership ability

“community as power” and “viewing our work as
systemic” lenses were influencing their work, espe-
cially in their efforts to develop a new strategy for
supporting their alumni, redesign their classroom
observation rubric, and modify their recruitment
strategies. For example, in response to the “commu-
nity as power” lens, Ensefa por Paraguay increased
the number of hours incoming fellows spent with
community members during their summer training
institute. Similarly, through the lens of viewing their
work as systemic, representatives from Ensefia por
Paraguay shared how they were prioritizing “collec-
tive well-being,” which they said refers to the overall
quality of the relationships fellows establish with
their students and the local community.2

According to Ensefia Ecuador interviewees and
an internal case study produced by Teach For All
(Teach For All, 2021¢), Ensefia Ecuador’s encounters
with the TACL framework influenced the devel-
opment of a new comprehensive programmatic
framework, which Ensefia Ecuador used to align its
training and support structures with a unified vision
for the purpose of education. As part of this effort,
Ensefa Ecuador shifted its approach to teacher train-
ing and support, opting to focus more holistically on
the personal growth and development of its fellows

and their relationships with the local community, in
addition to focusing on the quality of their instruc-
tional methods.

During our second round of interviews, Ensefia
Ecuador staff spoke of developing new indicators
to measure student leadership. Representatives said
that they are deriving indicators from principles of
the TACL framework; elements from the CASEL™
Wheel (CASEL, undated), which is an external
framework used to cultivate students’ social and
emotional development; and surveys they conducted
with parents and students to determine a community
vision for student leadership.

Challenges Integrating

the Teaching as Collective
Leadership Framework into
Existing Programs

Although Ensefa por Paraguay and Ensefia Ecua-
dor made multiple changes to their programs using
the TACL framework, this work was not without

its challenges. To explore the challenges Ensefna
por Paraguay and Ensefia Ecuador representatives
have encountered in their efforts to apply the TACL
framework, we asked interviewees which elements,
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‘In order to be a person that helps
others, you have to recognize 100
your own failings, where you need
help. There is a need for teachers

to come in not only with an altruistic
attitude, but with the humility to learn
more about themselves.”
—Representative from Ensena
Ecuador

if any, felt less applicable to their contexts. We also
asked them to describe any barriers that they expe-
rienced related to integrating the TACL framework
into their programming. One or both organizations
mentioned the following challenges:

» Aligning different perspectives across team
members: Ensena por Paraguay and Ensefia
Ecuador representatives reported that it was
difficult to reach consensus about organiza-
tional mission and purpose; different groups
in their organizations held different perspec-
tives about the role that local community
members and families should play in defining
the type of student leadership that fellows
should strive for in their classrooms.

o Time-related constraints: Representa-
tives from Ensefia por Paraguay and Ensefa
Ecuador explained that learning about and
applying the TACL framework was time and
resource intensive. At times, some members
felt overwhelmed by the number of train-
ing sessions and the volume of information
presented. As one representative explained,
“It is difficult to measure the time it would
take to execute and address all the variables:
for example, [shifting] the mindsets of team
members, [determining] the order of opera-
tions, logistics, and the extra hours.”

o Gaps between theory and day-to-day
practice: Ensefia por Paraguay and Ensefia
Ecuador representatives described challenges

related to translating their respective theories
about impactful instruction into practice. As
one representative from Ensefia por Paraguay
explained, “There are still gaps between what
is written on paper and what needs to happen
in real life.” Similarly, one representative from
Ensena Ecuador explained that, for them, the
challenge was not merely communicating a
new language, but living and embodying the
practice of collective leadership. “How,” she
asked, “do I translate this heavy theory into

a day-to-day practice that is something as
substantial as changing your purpose in the
classroom? This is a huge challenge.”

o Context-related challenges: Representa-
tives from Ensefla por Paraguay shared that,
although they have good relationships with
local governments with which they work,
they are required to align their content with
a centralized curriculum framework. Some
representatives from Ensefla por Paraguay
said that this occasionally presents logisti-
cal challenges for fellows who are working to
be more innovative with their lesson plans.
Some school communities are also protective
of teachers’ work hours or push back against
fellows’ ideas.

Connecting Teach For All’s
Efforts with Enseina por
Paraguay and Enseina Ecuador
to the BHP Foundation’s
Education Equity Program
Theory of Change

In this section, we connect Teach For All’s efforts
involving the TACL framework back to the BHP
Foundation’s EE program theory of change (see
Figure 1, in the appendix). As mentioned previously,
the BHP Foundation is primarily interested in how
evidence and innovation can be leveraged at scale

to drive global improvements in education. To assist
with this effort, we (1) identify how Teach For All’s
efforts with the TACL framework align with the
types of program activities that the BHP Foundation
has identified as of interest and (2) discuss how this
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case study illustrates the BHP Foundation’s theorized
pathways between these types of activities and their
anticipated interim outcomes. We conclude with
considerations that could enhance the effort.

The TACL framework is a mechanism that Teach
For All uses to share synthesized insights collected
from its network of partners and practitioners about
the means and mindsets needed to develop student
and teacher leadership. In this way, the TACL frame-
work can be viewed as a form of evidence curation
and dissemination to improve teaching and learn-
ing. However, the TACL framework does not itself
preserve or relay evidence. Instead, the framework
represents Teach For All’s distillation of its obser-
vations into principles for how to develop student
leadership. Viewed this way, the TACL framework
is better described as a means through which Teach
For All supports mindset shifts and strategies
inspired by practice-based theory. Indeed, this is
how representatives from Teach For All described
the framework. As one representative explained, the
TACL framework represents Teach For All’s “major
bet” on what it sees as excellence in classrooms. Of
course, the degree to which the actions adopted by
partners align with the original observations used
to construct the TACL framework could be variable.
Finally, Teach For All has described its interactions
with early adopters of the TACL framework, includ-
ing Ensefia por Paraguay and Ensefia Ecuador, as
piloting or testing the TACL framework (Teach For
All, 2021a; 2021b). In this way, the network partners
could be seen as testing and refining a potentially
transformative innovation.

In terms of the BHP Foundation’s interim out-
comes of interest, Teach For All intends for the TACL
framework to lead to a type of more-informed and
cohesive decisionmaking that follows a vision for
student and teacher leadership that also empowers
local thought leaders. This case demonstrates that
Teach For All was able to promote a shared lan-
guage, ideas, and a vision for enhancing student and
teacher leadership based on the TACL framework
that Ensefia por Paraguay and Ensefna Ecuador trans-
lated into action. These network partners say that
the trainings resulted in substantive changes to their
programming. By supporting Ensefia por Paraguay’s
and Ensefia Ecuador’s engagement with the TACL

framework, Teach For All promoted opportunities
for these partners to define and align their mission
and vision with principles derived from TACL. This
alignment, according to our interviewees, resulted
in more-coherent programming. Teach For All
global’s method for supporting network partners
likely empowered Ensefla por Paraguay and Ensefia
Ecuador to select and customize the portions of the
TACL framework that were most applicable to their
contexts and to continue applying these elements to
their decisionmaking.

There are opportunities for future study, and
we identified some areas in which efforts related to
the TACL framework might benefit from sharper
definition. In particular, although the framework is
called Teaching as Collective Leadership, the TACL
framework is primarily to facilitate classroom prac-
tices that develop student leadership. At the time of
writing, Teach For All had not yet articulated the
relationship between developing student leadership
in the classroom and maintaining its broader vision
for collective leadership. For external audiences, the
lack of a clear delineation of how these two goals are
intended to work together makes it difficult to under-
stand where the concept of student leadership fits
within Teach For All’s broader mission.

Considerations for
Organizations Interested in
Sharing Insights to Accelerate
Innovation

This case could offer some points for reflection for
organizations that are considering ways to acceler-
ate innovation through information-sharing or to
support organizational change. In this section, we
describe four key takeaways for external audiences.
Where possible, we connect these takeaways with
the literature to place them within a broader context.
Our key takeaways are as follows:

« This case supports previous conclusions in
the literature that having a foundation of
shared values and a broad vision already
in place can help facilitate organizational
shifts in practice and purpose across decen-
tralized networks. Although Teach For All
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network partners are independent, they share
a common purpose and approach (Teach

For All, undated-b). Before joining the net-
work, each organization commits to a set of
core values: sense of possibility, being locally
rooted and globally informed, constant learn-
ing, diversity and inclusiveness, and inter-
dependence. Moreover, the Teach For All
network is committed to a common vision.
By virtue of this relationship, Teach For All
network partners share common perspec-
tives about mission and purpose, language,
organizational structures, and channels for
communication. Findings from literature
across education and related fields (Collins
and Porras, 2008; Fullan, 2015), when applied
to this case, suggest that these shared features
likely enhance Teach For All’s ability to share
information with partners who are already
committed to translating this information
into action.

Large organizational shifts in practice and
purpose are time and resource intensive.
This challenge is well documented in the
literature (Fernandez and Rainey, 2013).
Although Ensefa por Paraguay and Ensefia
Ecuador had the internal capacity to partici-
pate in extensive trainings and subsequent
conversations that led to changes in their core
operations and programming, both orga-
nizations explained that these engagements
demanded significant time and attention. One
of the key ways in which Teach For All global
supported Ensefia por Paraguay and Ensefia
Ecuador through its programmatic transitions
was by making itself available for technical
assistance. Teach For All anticipated this need
from its partners and reconfigured the roles
and responsibilities of some internal staff
members prior to the launch of the framework
to ensure that there was capacity to support
network partners’ integration of the TACL
framework (Teach for All, 2021a). Organiza-
tions that are working to shift thinking or
boost innovation should consider what addi-
tional human, financial, or other resources are
needed to adequately support their partners.

» Global organizations that are considering

similar framework structures may walk a
thin line between providing needed flex-
ibility and creating catch-all tools that do
not drive change as intended. The TACL
framework is a customizable tool intended

for use across a variety of diverse contexts.

Its flexibility supports buy-in and ensures
broad applicability. However, organizations
that are considering similar efforts might
want to more clearly identify or delineate the
key elements of the tool or reform that they
are implementing. One risk is that efforts

to provide opportunities for contextualiza-
tion become a catch-all, and any changes or
innovations undertaken are assumed to be in
service of the disseminated tool or framework.
Moreover, without cohesive and consistent
messaging about the purpose of an innova-
tion, organizations could inadvertently create
fragmented and incoherent approaches across
their operations and programs.
Organizations should put formal mecha-
nisms in place for testing and refining
innovations to ensure that those innovations
have their intended effect. Previously, we
mentioned the concept of NICs. In addition to
developing and disseminating innovations or
practice-based evidence, NICs bear a respon-
sibility for the rigorous testing and refinement
of tools that are intended to improve practice
(Russell et al., 2017). Part of the built-in flex-
ibility of the TACL framework is that it allows
partners to consider the contexts of their local
communities as they define key terms and

the scope of their work and identify meaning-
ful outcomes. Although network partners

are encouraged to develop indicators and
mechanisms for tracking their own progress,
to our knowledge, Teach For All has not yet
established mechanisms to measure whether
the TACL framework is being implemented as
intended. That said, these mechanisms may be
underway.
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Summary of Methods

We conducted two rounds of interviews with representatives from Ensefia por Paraguay (n = 2 for both rounds)
and Ensefia Ecuador (round one n = 3, round two n = 2), in fall 2022 and spring 2023, and one round of inter-
views with Teach For All regional representatives, in summer 2023 (n = 2). Additionally, we drew on biannual
interviews conducted with representatives from Teach For All from 2020 to 2023 as part of our team’s larger
evaluation of the BHP Foundation’s Educational Equity Global Signature Program and a series of associated
annual and biannual reports from Teach For All.

All interviews were recorded and transcribed. In preparation for our analysis, we created a simple coding
scheme based on the anticipated structure of this report, which was informed by our previous case studies
(see Wolfe et al., 2023a; 2023b; 2023c). Using this coding scheme, we sorted our interview data into categories,
such as TACL framework background and context, Teach For All’s strategies for promoting the TACL framework,
partners’ engagement with and reflections on Teach For All’s activities, partners’ learnings, partners’ practical
applications of the TACL framework, factors influencing implementation, and impacts. We uploaded and coded
our transcriptions in Dedoose, a cross-platform app for analyzing qualitative data. We identified themes as
they emerged in each category. We supplemented our findings with additional information from Teach For All’s
annual and biannual reports to the BHP Foundation and information that is publicly available on Teach For All’s
website, which we reviewed in preparation for this report. Prior to publication, we provided a draft of our find-
ings for fact-checking to representatives from Teach For All, Ensefia por Paraguay, and Ensefa Ecuador.
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APPENDIX

The BHP Foundation Education
Equity Program Theory of
Change (2018-2023)

The BHP Foundation, through its EE program
(hereafter referred to as the program), is investing in

a range of global initiatives focused on leveraging
evidence and testing transformative innovations to
improve access and equity in systems of education
globally. The program has prioritized initiatives “with
the potential to facilitate what it describes as transfor-
mative ‘step changes’ in educational practices at scale
and to achieve these goals primarily by using evidence
and data to enhance the quality of decisionmaking,
investments, and educational practice” (Master et al.,
2023, p. 2). The initiatives are led by five partner orga-
nizations, one of which is Teach For All.

The program’s initial theory of change, devel-
oped in 2018, is shown in Figure 1. As described in
areport containing the RAND team’s independent
evaluation of the program, the figure “summarizes
the range of investments made in the first phase of

FIGURE 1

the Program, as well as the anticipated time frame for
impacts. It describes how the partners are collectively
engaged in varied activities to enhance educational
equity through the use of evidence” (Master et al.,
2023, p. 2) Such activities include generating evidence
about new innovations, curating and disseminat-

ing effective strategies, building capacity to lever-

age evidence in decisionmaking, and advocating to
ensure that societies and systems provide an enabling
environment for more-informed investments in
education and learning. Within the first five years

of the funded activities, the program expects to see
outcomes that are interim in nature. These include
greater availability of evidence and data, empowered
thought leaders engaged in more-informed decision-
making, and the establishment of networks of pur-
poseful collaboration. Long-term impacts will take
more time.

Figure 1 and our case studies to date reflect the
initial program theory of change. As of late 2022, the
program has begun developing a more fine-grained
articulation of its theory of change and pathways
toward intended impacts.

Education Equity Program Theory of Change (2018-2023)
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About the BHP Foundation Education Equity Program Evaluation

Case Study Series

This case study is based on research funded by the BHP
Foundation as part of an overall study of its Education
Equity (EE) program investment. The findings and
conclusions presented are those of the authors and do
not necessarily reflect positions or policies of the BHP
Foundation. Launched in 2017, the program has invested
in a wide range of activities aimed at addressing the
need to better leverage evidence and data to inform
educational practice and to help facilitate transforma-
tive improvements in the quality of educational delivery.
In its first funding window, the program has supported
five partner organizations (partners) whose efforts span
diverse country contexts and target learners both within
and outside formal educational systems:

1. The Center for Universal Education at The
Brookings Institution

The Education Endowment Foundation

The Global Business Coalition for Education
Teach For All

UN Women.

s P

The RAND team is evaluating the BHP Foundation
EE program investment during a five-year period, from
2019 to 2024. The purpose of the evaluation is to assess
program impacts, share formative insights to inform
the program’s continuous improvement, and provide
recommendations related to program strategy and the
BHP Foundation’s theory of change (see the appendix
for details). Our first evaluation report was published
in 2021 (Master et al., 2021). An interim findings report
was published in spring 2023 (Master et al., 2023), and a
final report is scheduled for late 2024.

The case studies are one component of our
evaluation. Each case study describes the arc and

implementation of single-partner initiatives that

are illustrative of the BHP Foundation’s theory of
change (2018-2023). We believe that this series will
be of interest not only to the BHP Foundation and its
program partners but also to policymakers engaged
in global education, organizations interested in
implementing educational change efforts, and other
foundations interested in investing in global educa-
tional change.

Through our cases, we seek to demonstrate the
BHP Foundation’s theorized pathway between one
or more categories of program activities (e.g., curat-
ing evidence, disseminating evidence-based strategies,
developing capacity) and one or more interim outcomes
(e.g., increased availability of evidence, more-informed
decisionmaking, networks, empowered local actors) as
articulated in the program theory of change to date.

To select the focus for each case study, we consid-
ered the activity or activities and pathway(s) that each
BHP Foundation-funded partner could best or uniquely
illustrate. We approached the partner with the case
study idea(s) to elicit input. Studying implementation
involves collecting data at the level at which activities are
implemented; consequently, we asked the funded partner
to identify and connect us with a local in-country part-
ner performing the on-the-ground work that we would
highlight. This process likely yields case narratives that
are positive or successful examples of partners’ work.
Additional details on our methods are included in the
body of each of our case studies.
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Note

I Teach For All promotes an action-based, nonhierarchical

view of leadership. Leaders are individuals in any position (e.g.,
students, fellows, alumni, program staff, policymakers, school
administrators) who bring others together and work collabora-
tively toward Teach For All’s shared vision of “a world where

all children have the education, support, and opportunity to
shape a better future for themselves and all of us” (Teach For All,
undated-c).

2 For additional information about the changes Ensefia por Para-
guay has made, we refer readers to “Ensena por Paraguay Center-

ing Community as Power in its Leadership Development Work,”
which was compiled by Teach For All (2022b).
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About This Report

Teach For All is a global network of independent organizations across 60 differ-
ent countries committed to educational equity. In 2021, Teach For All released

a new teaching and learning framework for piloting: the Teaching as Collective
Leadership (TACL) framework. The TACL framework is a customizable tool that
is intended to help Teach For All teachers, coaches, and program leaders develop
student leadership, which is a key part of Teach For All’s overall mission to
develop collective leadership. To illustrate how Teach For All is using the TACL
framework to support some of its network partners, we examine the efforts of
two network partners—Ensefia por Paraguay and Ensefia Ecuador—to learn
about and apply principles from the TACL framework in their unique contexts.
Ensefia por Paraguay and Ensefia Ecuador were both early adopters of the TACL
framework and report making changes to their organizational mission state-
ments and their practices since adopting the framework.

RAND Education and Labor

This study was undertaken by RAND Education and Labor, a division of the
RAND Corporation that conducts research on early childhood through postsec-
ondary education programs, workforce development, and programs and policies
affecting workers, entrepreneurship, and financial literacy and decisionmaking.
This study was sponsored by the BHP Foundation as part of an overall study of
its Education Equity program investment. The findings and conclusions pre-
sented are those of the authors and do not necessarily reflect positions or poli-
cies of the BHP Foundation.

More information about RAND can be found at www.rand.org. Questions
about this report should be directed to Elaine Wang (ewang@rand.org),
and questions about RAND Education and Labor should be directed to
educationandlabor@rand.org.
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