The Administrator’s Six Conditions Walkthrough ecvaiethenorm.com

One afternoon, three or four teachers in the room, written down. For each of the six areas, name one lever you
personally hold, who owns it, and a date. If you cannot name all three, you have written a value, not a change. Areas
of worklife from Maslach (2017).

AREA THE QUESTION, AND WHERE TO LOOK THE LEVER | HOLD - WHO - BY WHEN

1. Workload What is the heaviest recurring demand
here that is not instruction?
Duties, meeting count and length, separate

preps, duplicated data entry, grading systems,
absorbed coverage.

2. Control What decisions about their own work do
teachers not get to make?
Pacing, assessment format, room setup,

department PD time, being consulted before the
schedule publishes.

3. Reward Is good work noticed specifically, or
generically?
Named recognition in front of peers. Protected

time rather than food. Pay and stipends, where
you have any say.

4. Community Do teachers here have colleagues, or just
neighbors?
Common planning that is actually common.
Deliberate veteran / early-career mixing.

Address the one adult everybody routes
around.

5. Fairness Can a teacher predict how a decision will
be made before it is made?
Written criteria for coverage, duties, rooms and
course assignments. Consistent referral follow-
through. Explain decisions that go against
someone.

6. Values Does what we say we care about survive
contact with the calendar?
Stop asking for what you have decided not to

fund. Stop initiatives you will abandon in March.
Say so plainly when a mandate is wrong.

Pick the room deliberately. At least one person who will disagree with you out loud, at least one early-career teacher, and
not only department chairs. A walkthrough staffed with people who agree with you produces a document, not a finding.

The one-row rule. Finish one row completely rather than starting six. The evidence behind this page supports small, real,
durable changes over large announcements — and the one category of change that produced nothing measurable was
the kind that moved work around without reducing it.
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The Count, and the Conversation ElevateTheNorm.com

The count: three questions, every conference, one semester

Ask the same three in every exit interview, every post-observation conference and every department meeting. Write the
answers down. Read them together in May. You are looking for repetition, not intensity — the loudest complaint in a
building is frequently not the most common one.

e Which part of your load is heaviest right now?

¢ What would it take to move some of it — and who would have to agree?

e What is one thing this building does that costs you time and buys nobody anything?

Scheduling problem Staffing finding

One teacher describing one duty. Fix it directly, and say Nine teachers describing the same three conditions. This
publicly how it was decided so it is not an unexplained belongs in a budget conversation, not a coaching
exception. conversation.

Disaggregate before you conclude. A building average can look tolerable while a subset of your staff — by experience
level, by department, by who absorbs the coverage — is carrying most of it. An average is the number that hides the
finding.

When a teacher tells you they are burned out

e Say thank you, then ask which demand is heaviest. It is information about conditions, not a performance
conversation. If they leave having been evaluated, nobody else will tell you anything this year.

e Do not diagnose, and do not ask for a diagnosis. Keep any health conjecture out of email and out of an evaluation
file. Make sure they know how to reach a counselor, the employee assistance program, or their own doctor — and that
using one is not a mark against them.

e Come back with something specific, with a date. One removed duty. One deadline moved. One meeting cancelled.
On time.

o Keep it off the school network. A district device is not a private place to write “I am not coping.”

What not to do

e Anything that adds an obligation in the name of relief. An after-school wellness session costs an hour of the exact
resource that is missing.

e Asurvey you do not answer. If you cannot act on something, say which part and why.
e Moving the same load around the same week and calling it a reduction.
¢ A one-off August training. Whatever you do has to outlive the first grading period.

e Praising endurance. Treating a request for help as a character question does not motivate anyone. It teaches people to
hide the problem until it is much more expensive — and it works.

This sheet is not a screening instrument and it returns no score. Burnout is an occupational condition, and it
overlaps with things that are not. If what you are hearing sounds like more than the job, the honest answer is a person —
a counselor, a doctor, the employee assistance line. Conditions are your department. Health is theirs to take to someone
qualified.
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