
 

Choose the picture that best describes your team or the majority of your schools’ teams.  
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Why is this important?  

Teams focused on results of student learning are more likely to achieve 
continuous improvement than teams that focus on planning or other non-learning 
centered activities. 

 
Evidence to look for: 

 Norms are established by the team and referenced in their meetings. 
 There are formal and informal team leaders that facilitate the meetings. 
 There is a culture of mutual respect and purpose—the learning of all students is 

prioritized. 
 Teams use consensus-building processes to identify solutions and resolve conflicts. 
 Teams have identified goals for improvement and a process for monitoring progress 

toward their attainment. 
 Meeting agendas guide ongoing discussions about student learning (i.e. to improve an 

area of student learning they’ve determined is the greatest area of need) and follow 
an inquiry cycle (e.g. Plan, Do, Study, Act) that embeds the use of data throughout the 
process. 

 Purposeful products are developed and integrated into the team’s work (e.g. Power 
standards-aligned units, common assessments, scoring rubrics). 

 Conversations during team meetings are centered on student learning. 
 Gains in student achievement and team accomplishments are celebrated. 

 
Questions to ask: 

• How are we spending our time as a collaborative team?  How do we determine the 
content of our meeting agendas?  Is our focus consistently on student learning? 

• How does our team ensure adherence to the agreed-upon norms? 
• What are our goals for improving student learning?  Why did we choose this area(s)? 
• Are we clear on the actions our team will take to accomplish those goals?  How will we 

know we’re getting the results we desire? 
• What information are we collecting and reviewing as you work toward those goals? 

 

Current Practice Our Next Steps 
 
 
 

 
 
 
 
 

Collaborative Teams are focused on 
Student LearningINDICATOR 1:    
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There is a Clear and Consistently Delivered 
Curriculum across Classrooms 

Why is this important?  Why is this important?  
  The highest levels of learning occur when all teachers have agreement on the 

prioritized curriculum, and when students are clear about what they’re trying to 
learn.  Once established, this laser focus leads to a clear and viable curriculum in 
which system-wide classroom instruction emphasizes the things that are most 
important for students to know and be able to do. 

  
  
  

Evidence to look for: Evidence to look for: 
 Teachers have collaboratively reviewed the priority/power Standards to be taught 

within their units and “unwrapped” them to gain a shared understanding about the 
skills and concepts contained within. 

 Teachers have collaboratively reviewed the priority/power Standards to be taught 
within their units and “unwrapped” them to gain a shared understanding about the 
skills and concepts contained within. 

 Teachers have collectively reviewed their tools (i.e. textbooks, etc.) and teaching 
strategies to determine how they can best be used to teach the prioritized standards. 

 Teachers have collectively reviewed their tools (i.e. textbooks, etc.) and teaching 
strategies to determine how they can best be used to teach the prioritized standards. 

 There is common pacing of instruction so that all students receive the prioritized 
curriculum. 

 There is common pacing of instruction so that all students receive the prioritized 
curriculum. 

 Teams have collaboratively developed instructional units that embed the power 
standards and establish common expectations for quality. 

 Teams have collaboratively developed instructional units that embed the power 
standards and establish common expectations for quality. 

 Classroom observations reveal that power standards are emphasized in classroom 
teaching. 

 Classroom observations reveal that power standards are emphasized in classroom 
teaching. 

 Student-friendly versions of the standards are posted and referenced with the students 
throughout instruction. 

 Student-friendly versions of the standards are posted and referenced with the students 
throughout instruction. 

 Research-based practices/programs are delivered with fidelity.  Research-based practices/programs are delivered with fidelity. 
 Course adjustments are made by teams as needed.  Course adjustments are made by teams as needed. 
 Common expectations for mastery/quality are in place across course teams/grade 

levels. 
 Common expectations for mastery/quality are in place across course teams/grade 

levels. 
  

Questions to ask: Questions to ask: 
• Have we collaboratively decided what we will specifically teach and when it will be 

taught?  How are we monitoring our implementation of the curriculum? 
• Have we collaboratively decided what we will specifically teach and when it will be 

taught?  How are we monitoring our implementation of the curriculum? 
• How do we decide what is prioritized within a unit?  Are we referencing the power 

standards? 
• How do we decide what is prioritized within a unit?  Are we referencing the power 

standards? 
• How do our students know what they are supposed to be learning? • How do our students know what they are supposed to be learning? 
• Are we embedding research-based practices in our daily instruction with fidelity?  

What programs/tools are we using?   
• Are we embedding research-based practices in our daily instruction with fidelity?  

What programs/tools are we using?   
• Can students enter any of our classrooms and receive the same powerful curriculum 

and expectations for learning? 
• Can students enter any of our classrooms and receive the same powerful curriculum 

and expectations for learning? 
  

Current Practice Current Practice Our Next Steps  Our Next Steps  
 
 
 

 
 
 

INDICATOR 2:    
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Systematic monitoring of all students’ learning takes 
place at the classroom, team, and schoolwide levels. 

Why is this important?  
We will only know whether our students are learning the things that are important if 
we specifically monitor them throughout the learning process.  By keeping our fingers 
on the pulse of student learning through common formative assessments, we can gain 
useful information about all students in order to make adjustments in instruction, 
provide additional time and support, and give students timely and specific feedback 
that empowers them to move forward in their learning.    

Evidence to look for: 
At the Classroom Level: 

 Students are monitored for their progress on a regular basis to ensure they are 
learning the prioritized skills and concepts.   

 Students receive specific feedback on a timely basis that leads to a shared 
understanding of quality work and helps them understand what they need to do to 
“close the gap”. 

 

At the Team Level:  
 The team identifies/creates common assessments for critical areas of learning, 

implements those assessments on a frequent basis, analyzes results, and takes action 
based on those results. 

 Data on student learning is collected and regularly analyzed (results from common 
assessments, examples of student work, writing prompts) using a protocol to assist the 
group process. 

 Consistent scoring/analysis of student work takes place with the use of scoring guides, 
rubrics, etc. that are developed and/or agreed upon by the team. 

 

At the School Level: 
 There is a system established in which the achievement of all students is monitored. 
 The use of data (down to the student level) is part of the school’s culture and is used to 

develop specific goals, monitor achievement of all students, and guide the 
development of interventions. 

 

Questions to ask: 
• Have we developed common assessments that monitor student attainment of the power 

standards? 
• Have we established agreed upon criteria for mastery/proficiency on these 

assessments? 
• Do we use a process to score and analyze the results of our assessments? 
• What type of feedback do our students receive?  Are they engaged in the assessment 

process?   
 

Current Practice Our Next Steps 
 
 

 
 
 

INDICATOR 3:  
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INDICATOR 4:    Differentiated Instruction and Support is 

provided systematically to all students 
 
 
 

Why is this important?  
 We know that all of our students learn at different rates and with different levels of 

support.  If we believe that our purpose is to ensure that all students learn at high 
levels, then we need to look at them individually (rather than focus on averages), 
and respond systematically as a team/school when there is a need for additional 
time/support or the need for acceleration.  Working as a team, we can come up 
with many more options for supporting students within our school and ensuring that 
they all move forward. 

 
 
 
 
 
 
 

Evidence to look for: 
 Staff has developed a data-reliant schoolwide Pyramid of Interventions/Response to 

Intervention & Instruction system, designed to provide additional time and support to 
students who aren’t achieving.   

 Systematic interventions are provided on a timely basis to students based on the 
results of common assessments.  Data is collected throughout the interventions. 

 Interventions reflect best instructional practices and utilize research-based programs 
whenever appropriate. 

 Students receive additional time and support within their instructional program (as 
opposed to being required to attend before and after school). 

 
Questions to ask: 

• Are we using the results of common assessments to monitor every student’s attainment 
of the standards?  What process is our team using to regularly review and determine 
which students need additional time and support? 

• Are we adjusting our in-class instruction to ensure that we reteach concepts that are not 
attained based on the results of those assessments?  Are we collaboratively designing 
interventions for students who demonstrate significant gaps (i.e. as part of the 
schoolwide system of interventions)? 

• What information are we collecting and reviewing in connection to our intervention 
programs? 

• How are we supporting students who are achieving well beyond the standards? 
 
 

Current Practice Our Next Steps  
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Work Cycle for Teams 

 
 
 
 

 
 
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 (semester, trimester)? 

• 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 the greatest area of need and development of a SMART goal (short or long term) 
• Development of action plan to address identified needs and outlining how to improve learning. Determine specific steps to take and data to 

gather through formative and summative measures. Address how the team will implement plans, review results, and revise practices based on 
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 agreed-upon 
strategies and/or practices? 

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

  
Team’s Work and Products 

• Complete activities as defined in action plan.                 Monitor of implementation of new strategies (e.g.,  
• 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 and Products 

• Examine student work, results of common assessments, and other areas, to determine the impact of actions on student learning. 
• 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 and Products 
• Determine any immediate actions or adjustments that are indicated (i.e., re-teaching, curricular adjustments, interventions). 
• Develop recommendations for further work. 
• Review group’s performance (norms). 

 

PREPARE  
Guiding Questions 

• What norms should we follow to accomplish our team goals? 
 

Team’s Work and Products 
• Group norms (built through consensus process; reviewed at least annually) 
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           Walk Around Survey 
 
 

What are 
we doing to 
find time to 
collaborate? 

 

Ideas from 
Survey 

Partner 1 

 

Ideas from 
Survey 

Partner 2 
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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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 What should 
students know 
and be able to 

do? 

How do we 
know they are 

learning? 

How do we 
respond when 

they’re not 
learning? 

How do we 
respond when 

they’ve 
already 

learned it? 

Building on the work we’re doing...
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Team Name:

Team Members:

Use the following rating scale to indicate the extent to which each statement is true of your 
team 

1           2            3           4            5           6           7           8           9           10

Not True of Our Team            Our Team Is Addressing This            True of Our Team

 1. _____ We have identified team norms and protocols to guide us in working together 

 2. _____  We have analyzed student achievement data and established SMART goals to 
improve upon this level of achievement we are working interdependently to 
attain  (SMART Goals are Strategic, Measurable, Attainable, Results oriented, 
and Time bound  SMART Goals are discussed at length in chapter 6 )

 3. _____  Each member of our team is clear on the knowledge, skills, and dispositions 
(that is, the essential learning) that students will acquire as a result of (1) our 
course or grade level and (2) each unit within the course or grade level 

 4. _____  We have aligned the essential learning with state and district standards and 
the high-stakes assessments required of our students 

 5. _____  We have identified course content and topics we can eliminate to devote more 
time to the essential curriculum 

 6. _____  We have agreed on how to best sequence the content of the course and have 
established pacing guides to help students achieve the intended essential 
learning 

 7. _____  We have identified the prerequisite knowledge and skills students need in 
order to master the essential learning of each unit of instruction 

 8. _____  We have identified strategies and created instruments to assess whether stu-
dents have the prerequisite knowledge and skills 

 9. _____  We have developed strategies and systems to assist students in acquiring pre-
requisite knowledge and skills when they are lacking in those areas 

10. _____  We have developed frequent common formative assessments that help us 
determine each student’s mastery of essential learning 

Page 1 of 2

Critical Issues for Team Consideration
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11. _____  We have established the proficiency standard we want each student to achieve 
on each skill and concept examined with our common assessments 

12. _____  We use the results of our common assessments to assist each other in building 
on strengths and addressing weaknesses as part of an ongoing process of con-
tinuous improvement designed to help students achieve at higher levels 

13. _____  We use the results of our common assessments to identify students who need 
additional time and support to master essential learning, and we work within 
the systems and processes of the school to ensure they receive that support 

14. _____  We have agreed on the criteria we will use in judging the quality of student 
work related to the essential learning of our course, and we continually prac-
tice applying those criteria to ensure we are consistent 

15. _____  We have taught students the criteria we will use in judging the quality of their 
work and provided them with examples 

16. _____  We have developed or utilized common summative assessments that help us 
assess the strengths and weaknesses of our program 

17. _____  We have established the proficiency standard we want each student to achieve 
on each skill and concept examined with our summative assessments 

18. _____  We formally evaluate our adherence to team norms and the effectiveness of 
our team at least twice each year 

Page 2 of 2
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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 ____ 
___% 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?) 
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Tools for Effective Teams – Building Consensus 
Consensus Scenarios 
 
 
Scenario #1 
Your team will be doing the groundwork for selecting an intervention program and how 
it will be implemented.  Using a criteria matrix process, identify the criteria (as many as 
needed to make a good decision) you feel would be important to use and construct your 
matrix in preparation for reviewing the actual programs.  (use Round Robin or affinity 
brainstorming process to create your initial list of criteria and winnow/combine to come 
up with your final list). 
 
Criteria → 
Program 
Options ↓ 

Criteria #1:  Criteria #2:   Criteria #3  Criteria #4: 

1.          
2.         
 
Scenario #2 
Your school has been discussing the idea of implementing a new homework policy in 
which all staff would agree to the following: 

 No zeros will be given for incomplete homework 
 Students will be not be given the option to NOT complete their homework 
and will receive additional time (and support) to do so 

 Students may receive reduced points/grades    
(use the Polar Opposites strategy then Fist to Five to identify whether you have 
consensus) 
 
Scenario #3 
Your school is interested in systematically improving campus behavior, starting with the 
playground area.   You are members of a subcommittee who is identifying potential 
solution(s) for increasing appropriate playground behavior.  Using the Brainstorming 
Process, identify possible solutions, categorize them, and compile a list that you will 
present to your entire staff.   
 
Scenario #4   
Your staff has been learning about specific strategies to engage students, and is at the 
point where focused walk‐throughs will be used to monitor their implementation in the 
classroom.  Using the Affinity Process, identify possible “Look Fors” that will be 
examined during the brief walkthrough (e.g. What will the teachers be doing?  What will 
the students be doing?  Not doing? What evidence would you see in the room?).  
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Sample Group Techniques to Reach Consensus 
 

Brainstorming 
Have a recorder list all the possible ideas from the group as quickly as possible without 
evaluating them.  This list of ideas is then shortened and a final solution can be developed 
from the best items. 

Affinity Process 

Each person records a number of ideas or solutions to the problem on a sticky note and posts 
it on a chart or wall.  Together, the group organizes the sticky notes into categories, creating a 
heading for each category.  Similar solutions can be grouped together.  This process helps to 
organize a potentially multi‐faceted solution, provides opportunities for everyone to provide 
input, and generates many ideas in a short amount of time. 

Nominal group 
technique 

Each member shares his or her ideas.  A recorder lists all the different ideas.  Everyone then 
ranks their preferences individually from the whole list from 1 to 10.  Scores are added 
together and a group score is given.  This gives priorities on a group basis.  (If number 1 is used 
to rate a favorite choice, then the list item with the smallest group score is the most desired.) 

Criteria Matrix 

Develop a set of standards (criteria for acceptability) that each idea is judged on.  Some 
examples are: costs, risks involved, timeliness, convenience or satisfaction.  The matrix looks 
like a table with the alternatives down the left side and the criteria across the top.  Each 
alternative is ranked by the criteria (1‐5 or Yes/No) and the scores are added at the bottom. 

Dotmocracy 

Brainstorm a list of options.  Provide each person with the same number of dot stickers, 
pennies, or tokens.  Vote individually on the list.  If someone feels strongly about one item, 
they are welcome to put all their dots on that item.  The option with the greatest number of 
dots is the decision preference. 

Bubble‐
up/Bubble 

down 

Used for ranking statements or ideas or putting ideas into an orderly sequence.  Read the first 
two statements or solutions.  Decide between the two which statement is least preferred and 
should be eliminated.  Now compare the chosen statement to the next one on the list and so 
on.   

Polar Opposites 

Best used when a promising idea has surfaced.  Divide group into two teams.  Ask one half to 
list all of the reasons why an idea is the best solution (in other words, what are the benefits?).  
The other half should focus on all of the reasons why it’s not a good idea (or potential 
problems). 

Fist to Five 

The facilitator asks individuals to react to a proposal by raising the number of fingers that 
correspond to their position: 

 5 fingers: I’m all for the idea.  I can be a leader 
 4 fingers: I’m for the idea. I can provide support 
 3 fingers: I’m not sure, but I am willing to trust the group’s opinion 
 2 fingers: I’m not sure.  I need more discussion. 
 1 finger: I can’t support it at this time.  I need more information. 
 0 (fist): No.  I need an alternative that I can support. 

Idea Writing 

Each participant is given a piece of paper or a pad of papers.  The facilitator determines if it’s 
appropriate to put names at the top.  The facilitator writes a prompt on a chart pad or 
overhead to consider.  In response to the prompt, each team member writes for 3‐7 minutes.  
After the signal to stop, all papers are placed in the center of the table.  Members select one 
paper, not their own and select one response/idea that you think might work and why.  Also, 
select one idea that will work and why. 
 
The response sheets can be analyzed or summarized by the facilitator or each member can 
summarize the responses that he/she received.  Another way to compile the data is to ask all 
members who had similar ideas to discuss the reasons given for or against their ideas.  Works 
well in teams that are uncomfortable speaking out, where there is some need for concentrated 
time, or where the frustration level is high. 
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Best hopes, worst fears?

HOPES FEARS
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