
Day 2:
Structures, Tools, & 
Processes for Effective 
Collaborative Teams

Where 
are your 
teams?

   

   

 
 

 

 
  

   

 

What’s the 
big idea?

Current 
practice?
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Framework for Effective Teams

A clear and collective 
understanding of the work
Time to do the work
Effective practices to guide the 
team
Support throughout the process

Preparation & Support of Leadership

What support and training do they have?

Just because they’re on the bus, and on 
the right seat, doesn’t mean they know 

what to do!

A Cycle of Inquiry
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How does this 
look in a 
collaborative 
team?

 
 
 
 

 
 
Kim 

 

PLAN  
Guiding Questions 

• What is our greatest area of need?   Why do we think this is 
happening? 

• What is our action plan for addressing this during 
the year (or semester, trimester, etc.) 

• What does research say about how to improve?  Is there 
something we’re doing already that we can build upon? 

• What data should we collect along the way to 
monitor the change?  Do we need to design a 
common assessment? 

Team’s Work and/Products 
• Analysis of Data to determine greatest area of need and development of a SMART Goal (short or long-term) 
• Development of an action plan designed to address identified needs and outlining the team’s plan to improve learning.  Determine the 

specific steps and the data that will be gathered through formative and summative measures.  Be sure to address how the team will 
implement, review the results, and revise their practice based on the findings.   

DO 
Guiding Questions 

• How is the implementation of our plan going?  Are we 
collecting data along the way?   Do we need to learn 
more about this strategy?  Are we using the agreed-
upon strategies/practices? 

• Are there any roadblocks interfering with our 
intervention/change in practice?  How can we support 
each other?  Are there other resources we might use 
to support this implementation? 

Team’s Work and Products: 
• Completion of activities as defined in action plan            Monitoring of implementation of new strategies (e.g. through 
• Implement strategies and gather interim data as defined in action plan      lesson study, observations, walkthroughs, team feedback) 

STUDY  
Guiding Questions 

• What has changed in our students’ 
learning? 

• Is the rate of change about what we expected?  More?  Less? Are 
we leaving anyone behind?   

• To what do we attribute these changes? • Is there other data we want to gather? 
Team’s Work/Products: 

• Examine student work, results of common assessments, etc. to determine impact of actions on student learnign 
• Determine other information that might be needed  

ACT  
Guiding Questions 

• Did we meet our goal?What did we 
learn throughout this process?   

• What recommendations do we have for continuous improvement in 
this area?   

• How can we hold the gains?  What 
might be our next steps? 

• How did we work together? 

Team’s Work/Products: 
• Determine any immediate actions or adjustments that are indicated (i.e. reteaching, curricular adjustments, interventions) 
• Recommendations for further work 
• Review of group’s performance re: norms  

 

PREPARE  
Guiding Questions 

• What norms should we follow in order to accomplish our goals as a team?    
Team’s Work/Products: 
• Group Norms (built through consensus process; reviewed at least annually) 

Skills in collaborative teams

Examine the PLAN•DO •STUDY •ACT 
cycle
AFFINITY: What are some of the skills 
and concepts in which team leaders will 
need to possess? 
CONVERSATION: What types of support 
would assist their development?

Time to 
collaborate
Stand and connect 
with someone not 
at your site.  How 

are you finding 
time for teams to 

meet?
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Teams need time that is . . .

Consistent and frequent
Do teams have dedicated time to collaborate?

Committed and continuous
Is the process viewed as ongoing?

Uninterrupted
Is teacher collaboration time considered 
sacred?
Are tasks taken off the plate to make room?

“It takes a mighty fine 
meeting to beat no 
meeting at all.”

Boyd K. Packer

Effective Teams Structure their Meeting 
Time

Efficiency
Focus
Products/Results
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Teams in a PLC work efficiently and 
with laser focus. They use processes to 
ensure effective collaboration and 
decision making.

Clear agendas
Meeting notes
Protocols

Sample Meeting Agenda

Check in. (3 minutes)

Review agenda and ground rules. (2 
minutes)

Discuss, decide, present. (30–60 minutes)

Identify next steps and assignments. 
(varied)

Develop next agenda and do a quick     
check-out.

SAMPLE  MEETING  AGENDA  
 

F A C I L I T A T O R :  

 

R E C O R D E R :  

 

T I M E K E E P E R :  

 

N O R M S ( L I S T   T E A M   N O R M S   H E R E ) :    

 

 

 
 

I.    FOCUS IT:  
Review of meeting focus and desired end result (brief).  Brief description of the process.  

• What did we plan to accomplish today?   
• What will we walk away having done or created? (e.g. what decisions, products, plan of action) 
• What process will we be using?  (e.g. brainstorming, protocol for looking at student work, identifying 

assessment items) 

 

 

 

 

II.   DO IT:  

DISCUSSION/ACTION (Time allotted _______________)  

• Facilitator guides the team through the process.  
• Recorder takes notes on key decisions or products made.  
• Timekeeper helps to monitor the progress of the team during the allotted time.  

 

 
 

 

 

III.  REVIEW IT  

Discuss what was accomplished and determine next steps and assignments. (Time 
varies.) 
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Think-Pair Share: 
Think about your 
school’s team(s).   
What resonated 
with what we’ve 

discussed so far?  
What implications 

do you see for 
supporting the way 

your teams are 
working? 

1. What is it we expect students to 
learn?

2. How will we know when they have 
learned it?

3. How will we respond when they 
don’t

4. How will we respond when students 
already know it?

In a PLC, Collaborative Teams Focus 
on 4 Key Questions…

Building on prior work...

It’s unlikely that your school has been 
functioning without having done 
some work toward answering these 
critical questions.
Honor prior efforts and organize 
them!
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Examination of 
student work 
(protocols)
Analyses of test 
data
Guiding the 
development of 
common 
assessments, 
rubrics

Ident. Of Power 
Standards and 
essential 
questions
Pacing 
guides/curriculum 
mapping
Vertical and 
horizontal 
articulation
Grade level and 
course 
collaboration

Differentiated 
instruction
Scholarly 
attributes
Enrichment

Pyramid of 
Interventions/
Response to 
Instruction/Interv
vention
Student study 
team process
Data analysis of 
intervention 
programs

What do we 
do when 

they’re not 
learning?

What do we 
do when 

they’re not 
learning?

How do 
we know 
they’re 
learning?

How do 
we know 
they’re 
learning?

What 
should 

students 
know and 
be able to 

do?

What 
should 

students 
know and 
be able to 

do?

Professional 
Learning 

Community

What do we 
do when 
they’ve 
already 

learned it?

What do we 
do when 
they’ve 
already 

learned it?

What are you already doing? 

What 
should 
teams 
focus on?
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Establish team goals

Set goals that are about 
learning results rather than 
teaching process

Without a goal to improve learning, you 
are not a team focused on learning

“When you set goals, something inside of you starts 
saying, "Let's go, let's go," and ceilings start to move 
up.”

Zig Ziglar

Individual Student
Learning Goals

Team 
Goals
(written in 

SMART terms)

Schoolwide 
Achievement 

Goals
(written in SMART terms)

Target Areas and Major 
District Objectives

S.M.A.R.T.
Measurable

Attainable Time-driven

Creating

Goals
Specific

Result-oriented
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Sample SMART Goal

“By Spring of 2011, 90% 
of our fourth grade 
students will write an 
informational report 
attaining a level 3 on a 4 
point rubric.”

Current 
Reality 

Desired  
Reality  

   (Our SMART Goal) 
 

Possible causes for gap 
between goal and reality? 

 

Action Plan and 
Tools for Monitoring 

 
 
   
  Actions to be taken  Evidence of 

success/completion
 
 

 

 
 

 

 
 

 

 
 

 

 
 

 

 
 

 

 
 

 

 
 

 

 
 

 

 
 

 

 
 

 

   

What is the data 
showing as the 
greatest area of 
need?  What 
specific skills and 
concepts are 
needed? 
 
 

Are the tools/ materials 
we use effective in 
delivering our 
instruction? 

Are we ordering and 
prioritizing our 
instruction effectively? 

Are we using effective 
teaching strategies? 

Are we using formative 
assessment data to 
monitor the learning of 
every student?  Is that 
information being used 
to adjust instruction on 
an ongoing basis?  Are 
students familiar with 
assessment vocabulary 
& format?  

© 2009 Kim Bailey 

Are we meeting the 
needs of our struggling 
students by providing 
additional time and 
support?

Is the curriculum we 
teach truly aligned to the 
standards? 

What specifically will 
students do? 
To what extent and by 
when? 
As measured by what? 
 
Example:  By June 2004, 
___% of ___ students will 
__________ as measured 
by _________   

SMART Goals and Action Planning 
Thinking Frame 

What is our step by step plan to accomplish this goal? What tools 
can we use (or create) to check whether they’re making progress 
(in other words, is our plan working?) 

Protocols

Reviewing data
Looking at student work
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Teams need 
strategies to 
deal with 
muddy areas 
and 
roadbumps...

CONSENSUS!!

The Struggle of Consensus

“Disagreements should not 
be glossed over, nor 
opposing perspectives 
squelched.”

p. 139 Revisiting Professional Learning Communities at Work

What is Consensus?

When all points of view have been 
heard, and the will of the group is 
evident, even to those who oppose 
it.

To have true consensus, every team member 
must agree to support the decision or at least 
not sabotage it.
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Strategies for building 
consensus

Step 1
Build Shared knowledge (of issue)

Step 2
Define the problem and criteria for acceptability

Step 3
Guided brainstorming or input on solutions

Step 4
Pruning/winnowing of solutions

Step 5
Identifying solution that meets acceptability criteria

Step 6
Final consensus

You Know You’ve Arrived When…

The group finally agrees on a single alternative or 
solution.
Each point of view has been heard and understood.
Every member of the team agrees to support the 
decision whether or not it was their first choice.
The staff believes the decision was arrived at openly 
and fairly.
The staff concurs it is the best solution at this time.

Re: Criteria for acceptability

Consistent with vision?
Address the need?
Good for kids?  Learning?
Doable?
Legal?
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Practice time!

As a team, select one of the issues provided in 
the Consensus Scenarios handout.

Use the Sample Group Techniques to Reach 
Consensus suggested within each scenario 
(bolded words) to build consensus. 

Lunch

A look at resistance...

How do we 
handle 

push-back?
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Rick Maurer:
Beyond the Wall of Resistance

Beliefs and assumptions:
Resistance is a natural part of any change.  The 
only effective way to deal with resistance is to 
invite and work with (rather than against) those 
who resist.
Change never ends.  Today’s support causes the 
seeds of tomorrow’s dissatisfaction.  And today’s 
resistance carries the seeds of tomorrow’s 
support.

Can resistance be a positive?  How?

Engages others, finding ways to learn from those who 
resist and looking for ways to find common ground and 
join forces with them.
Builds excitement for change.
Provides an opportunity for creative solutions.  
When dealt with productively, results in greater clarity 
which ultimately yields better decisions and outcomes.
Strengthens collaboration through group interactions 
and resolution.

Yabbuts

Anticipate common 
questions/challenges to your 
initiative
Get agreement on common 
responses to those questions
Deliver a consistent message
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Yabbut activity

Question shuffle 

Unrealistic standards for moving 
forward...

“If all of us must agree before we can act, we 
will be subjected to constant inaction, a state of 
perpetual status quo.”

DuFour, DuFour, & Eaker, Revisiting Professional 
Learning Communities at Work (2008) p. 130

Monitoring your progress...

Copies of team plans
Monthly check-ins with leaders
Team meeting visits
Schoolwide commitment to monitor
Not big brother, but visible and 
interested

Follow up with acknowledgement of team 
members’ hard work. 
Ask for evidence of results.
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Celebrations

All for one and one for all
Look for small wins and 
gains

Are you moving in the right 
direction?
Where is it working?

Success stories
Student impact

How not to create a PLC

Wait until everyone is well-versed and well-read 
on the topic of PLCs
Don't build shared knowledge
Use your mission, vision, values and goals 
simply to spruce up your site's website
Discuss and act like PLC is a program
Give up when things get a little muddy
Expect perfection the first time around the wheel

Dangerous Detours and Seductive Shortcuts

Avoiding doing the work
Partial implementation showed no gains
Full engagement in the process showed dramatic gains
(Gallimore, Ermeling, Saunders, & Goldenberg, 2009). 
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Back at the ranch...

Think about the next steps you will be taking 
at your school site in support of developing 

and refining Professional Learning 
Communities

Best hopes, worst fears?

HOPES FEARS

Thank you!

Kim Bailey, kbailey4learning@me.com
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To create real change in this world, you 
have to have a vision, and you have to 
have enormous perseverance. It's the 
same principle that applies in any 
entrepreneurial adventure: You've got to 
be too stupid to quit.

Marguerite Sallee (CEO, Frontline Group)

Maxwell’s Law

“Nothing is as hard as it looks, everything 
is more rewarding than you expect, and if 
anything can go right it will, and at the 
best possible moment.”

John C. Maxwell
from The Power of Attitude p. 49

Thank you!

To schedule professional development, 
contact Solution Tree at 800.733.6786.

Kim Bailey, kbailey4learning@me.com
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