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NYC Context

1.1 million
students

92,000 teachers

1,800 schools

Asian, 
15%

Black, 
27%Hispanic, 

41%

Other, 
2%

White, 
15%

13%

19%

77%

ELLs

SWDs

Poverty

Demographics of Students

NYC DOE “Poverty” counts are based on the number of students with families who have qualified for 
free or reduced price lunch, or are eligible for Human Resources Administration (HRA) benefits. 



Division of Teaching & Learning

7,000 Central Office Staff (862 DT&L Staff)



Equity

Continuous
Improvement

Collaboration

Coherence

We believe: 
We must intentionally educate and empower all 

students to think and make choices for 
themselves, pursue questions instead of 

answers, cultivate an ethic of kindness and 
shared responsibility, develop a commitment to 

equity and freedom.

Schools improve by taking a disciplined and 
active approach to regular cycles of learning to 
solve authentic problems of practice and then 

sharing that learning.

In order for students to succeed, the work of 
educators at every level is to have the courage 

to identify problems and potential areas of 
improvement, make adjustments, and test 

changes to our practice.

DT&L VISION & VALUES



Division of Teaching & Learning

Deputy 
Chancellor

Phil Weinberg 

DT&L 
Operations

Policy and 
Evaluation 

Postsecondary 
Readiness 

Curriculum, 
Instruction, and 

Professional 
Learning 

Leadership Teacher 
Development



2015-16

Improvement 
Teams focus on 
office-specific 

aims

2016-17

Improvement 
Teams focus on 
office-specific 
aims geared 

toward equity

2017-18 

Improvement 
Teams focus on 
measuring and 

deepening 
impact towards 

their office-
specific aims

2018-19 

Improvement 
Teams focus on 
shared equity 

aims and 
shared 

measures

Ambassador Improvement Journey
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Key Considerations 
in Building Improvement Capability

Role of 
Leadership

Training and 
Coaching

Micro and 
Macro

Micro Macro
• Started with authentic job-

embedded problems, self-
identified by Ambassadors 
and office teams

• Worked deeply in each 
office 

• Moved toward 
organizational value on 
equity in a sequenced way

• Started in all offices
• Division-wide supports

o IS Labs
o All-Staff conferences
o Resources on the 

employee website



Key Considerations 
in Building Improvement Capability

Role of 
Leadership

Training and 
Coaching

Micro and 
Macro

Sept - Oct
2017

Nov - Dec
2017

Jan - Feb 
2018

Mar – Apr
2018 

May – Jun 
2018

Office
Improvement
Projects

Revise driver 
diagrams & resume 

testing*

Continue testing 
change ideas &

developing measures 

Continue testing 
change ideas & 

developing measures 
for impact

Continue testing
change ideas & 

developing measures 
for impact

Continue testing
change ideas & 

developing measures 
for impact

Sharing Learning

Ambassadors share with office leaders**

Ambassadors share at office all-staff meetings**

Ambassadors & office leaders share with Deputy Chancellor**

Improvement
Science Lab

Ambassador PLCs

Ambassador
Program Launch 

(Sept)

PLC Meeting #1
(Oct)

PLC Meeting #2
(Feb)

PLC Meeting #3
(April)

PLC Meeting #4
(May)

Coaching Ongoing Coaching Sessions

Program Evaluation Formative Data Collection (feedback forms, skill inventories, artifacts)

*New Ambassadors attend Foundations of Improvement Science PL Series in Brooklyn South in Sept & Oct
**Timeline for sharing is dependent on the offices’ schedule



Deputy 
Chancellor

Phil Weinberg 

DT&L 
Operations

Policy and 
Evaluation 

Postsecondary 
Readiness 

Curriculum, 
Instruction, and 

Professional 
Learning 

Leadership Teacher 
Development

Zooming in on one project: Operations Team

Division of Teaching & Learning







862!





122!



A bit of context…

Our student demographics: Our DT&L Demographics:

Asian, 
15%

Black, 
27%Hispanic, 

41%

Other, 
2% White, 

15%

Problem of practice: We aim to increase the number of diverse staff at all levels, with 
an emphasis on leadership roles, across the Division of Teaching & Learning. Our goal 

is that DT&L becomes more representative of the NYC public school students. 



Tool: Collaborative Systems Mapping

Lack of 
diversity 

across DT&L 
staff

Demographic 
information is 
not complete

Civil Service 
Exams

Talent 
Pipelines

Talent 
Inventory

Outreach



Tool: Collaborative Systems Mapping

Civil Service 
Exams

Lack of publicity re: dates, how to ensure 
application accepted

Application process 
unclear



Learning and Returning to the Driver Diagram

80% of 
eligible 

employees 
will apply for 

the Civil 
Service 
Exam
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Testing Change Ideas

Change Idea: Send targeted emails to employees eligible for 
the Civil Service exam

Driver: Create and distribute easily digestible information

Data collection method: Emailed Google survey

Users: Eligible consultants and full-time staff

Data used to improve: Level of understanding and access 
to information on Civil Service Exam



Testing Change Ideas



Testing Change Ideas



Testing Change Ideas
Iterating further and 

embedding data from 
previous tests



Improvement Work in the Big Picture

Trees
Coaching support

PLC participation

Small changes to practice
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office



Improvement Work in the Big Picture

Trees
Coaching support

PLC participation

Small changes to practice

Seeding improvement at the Central 
office

Forest
DT&L Continuous Improvement Value

DT&L Equity Value

Infusing their improvement mindset 
into this project, and living it out in the 

rest of their work

Helping us launch the ELL 
Achievement NIC of Brooklyn schools



Appendix: NYC Ambassadors’ Driver Diagram 
(Abridged)

Trust us as to be 
a resource

Have good 
information

Create and 
distribute easily 

digestible 
information

80% of 
eligible 

employees 
will apply for 

the Civil 
Service 
Exam

Mapping 
Modelling 
Process

Chiefs
Directors 

Employees

Relationships with DCAS
Knowing who to ask

Timeline
AP process

FAQ
Trouble shooting

Emails
Info sessions

1:1s
Office hours

Check-ins

Requirements for eligibility
Application process

Timeline of process/due 
dates

Study guides

Walk staff through 
entire CSE process

Provide an example 
of old v. updated 

resume
Create champions 
inside DT&L offices

Emails via 
MailChimp

Resume review
Get feedback on 

presentation
Review ideas on 

presentation 

Attend a DCAS 
training

Interviews with prior 
exam participants

Reminders of info 
sessions and 1:1s

Direct to employees
Email with 
permission 
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