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Facilitating Remote PLCs
Magdalena	Ganias	&	Katie	Novak

CHARACTERISTICS	OF	EFFECTIVE	
PLCS

 » Work	in	recurring	cycles	of	collective	inquiry

 » Establish	a	culture	of	trust

 » Are	action-oriented

 » Share	a	purpose

 » Are	collaborative

 » Are	committed	to	continuous	improvement

KEY	LEADERSHIP	PRACTICES	FOR	
PLCS

 » Observe	meetings	in	action	&	classrooms	as	a	lab

 » Provide	real-time	actionable	feedback

 » Support	structures	&	protocols

 » Provide	time	for	honest	implementation

 » Design	and	lead	effective	professional	learning	
with the team, modeling best practices

 » Share	responsibility	for	student	success

Get started by watching the module 
video

https://www.youtube.com/watch?v=Bcbc7nCLURo&feature=youtu.be
https://www.youtube.com/watch?v=Bcbc7nCLURo&feature=youtu.be
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PRE-MEETING

 » Before	you	have	your	first	meeting,	provide	an	option	for	
a	“test	meeting”	where	participants	can	get	support	with	
technology	or	provide	optional	PD	on	the	platform	you	
are	using	(i.e,	Zoom	101:	Making	the	Most	Out	of	Your	
Zoom	Meeting).

 » Send	an	email	to	all	participants	to	survey	them	about	
accessibility	needs	to	ensure	that	all	participants	have	
internet	and	a	device	that	supports	streaming	video.	
Troubleshoot	when	necessary.

 » Create an agenda that has meeting links, shared docs, 
pre-requisites,	and	next	steps	all	in	one	place	for	easy	
reference.	Share	ahead	of	time.	

 » Designate roles so the meeting is intentional and well 
facilitated	(see	below).

 » Send	an	invite	with	multiple	tools.	For	example,	include	
a	shared	agenda,	link	to	the	video	conference	and	a	
description	of	the	meeting.	

 » Set	a	goal	and	outcomes	for	the	meeting.	UDL	is	all	
about	firm	goals,	flexible	means.	Virtual	conferences	
are	no	different!	By	the	end	of	the	session,	what	should	
participants	know?	What	task	should	they	be	able	to	
complete?

 » Share	pre-reading	or	tasks	days	ahead	and	provide	clear	
guidelines	-	what	do	they	need	to	do?	How	will	they	be	
expected to interact with each other? Consider providing 
multiple	means	of	representation	for	tasks	to	build	
background	knowledge	(choice	of	articles,	podcasts,	
videos,	etc..).

ROLES

 » Facilitator: (Meeting	host)	Designs	and	facilitates	meeting,	
creates calendar invite and agenda, attaches docs, assigns 
breakout	rooms,	is	respectful	of	privacy.

 » Note-taker: Takes real time notes, adds recording into 
document	when	available,	shares	notes	with	teams	at	
conclusion	of	meeting.

 » Moderator: Assists	facilitator,	monitors	chat,	asks	for	
clarification,	refers	back	to	norms	when	needed,	alerts	
speaker	when	they	cannot	be	heard.

 » Technical Support: Helps participants with technical 
issues	(set	up	an	offline	call	if	needed).

 » Timekeeper: Keeps	time.
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MEETING

 » Consider	beginning	the	meeting	with	a	community	
exercise.	Facilitate	a	deep	breathing	exercise,	ask	
everyone	to	rename	themselves	as	their	favorite	
vacation spot in the world, or ask everyone to take 
30	seconds	to	share	two	words	that	best	describe	
how	they	are	feeling.

 » Review	norms	(Here	is	activity	to	establish norms 
and here are sample norms)	and	highlight	ways	for	
participants	to	interact	(i.e.,	chat,	Jambord).

 » Add	additional	norms	regarding	virtual	meetings	if	
necessary.

 » Introduce	the	agenda	and	goals	of	the	meeting.

 » Facilitate	online	interaction	using	the	chat	feature,	
polls,	breakout	rooms,	etc.

 » Allow	for	connection	&	exposure	to	different	
perspectives.

 » Engage	every	voice.

 » Forum	for	participants	to	participate	in	academic	
conversation.

END	OF	MEETING

 » Set	agenda	for	next	meeting.

 » Ask	for	feedback	using	a	poll,	Google	Form,	etc…	to	
determine what worked in the meeting and how it 
could	be	improved	in	the	future.	Consider	providing	
a	sentence	starter	in	the	chat	like,	“It	would	be	great	
if,	next	time,	we	could….”	Provide	the	option	for	
participants	to	email	the	facilitator	if	they	are	more	
comfortable	sharing	feedback	that	way.

POST-MEETING

 » Download	and	share	copy	of	the	webinar	chat	
with	participants,	if	necessary	(or	post	into	shared	
agenda).

 » Note-taker	shares	notes	with	all	participants.

 » Facilitator	reflects	on	feedback	and	shares	how	
future	meetings	will	be	adapted	as	a	result	of	the	
feedback.

https://www.mccsc.edu/cms/lib/IN01906545/Centricity/Domain/259/developingnorms.pdf
https://www.nj.gov/education/AchieveNJ/teams/strat14/ExamplesofNorms.pdf
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Collaboration Toolbox

Protocol	&	Link	to	
Learn	More

Description Possible	Use

Carousel	
Brainstorm

Learners	are	divided	into	different	
groups	and	instructed	to	visit	
different	stations	for	a	specific	
duration	of	time	to	address	different	
prompts.

Virtually,	this	can	be	done	by	creating	
a “tic-tac-toe” board where learners 
explore hyperlinks, brainstorm on 
Padlets,	etc.

Benefits:	holds	every	person/group	
accountable,	options	for	physical	
action,	record	a	variety	of	ideas	
quickly,	cooperation

 » Identify	a	problem	of	
practice at each station and 
ask learners to brainstorm 
solutions.

 » Have	a	different	concept	at	
each	station	(i.e,	variability)	
and	encourage	groups	
to brainstorm meaning, 
examples,	etc.

 » Create	stations	with	different	
texts	(use	multimedia	like	
short	videos,	cartoons,	etc.)	
and	tools	(i.e,	UDL	Flow	Chart)	
to explore and brainstorm 
possible	uses.	

1-3-6	Protocol Provide	a	text	to	read,	a	question	to	
answer,	etc.

Have each learner complete the task 
independently.

Then	have	learners	move	into	groups	
of	three	where	they	share	their	ideas	
with	the	group.	Have	each	group	
cluster	their	ideas	together	(or	enter	
a	breakout	room)	and	agree	on	one	
answer.

 » Great	to	use	for	a	book	study,	
article	study,	review	of	district	
or	school	theory	of	action,	or	
data.

 » Can be done in person or 
virtually	using	breakout	
rooms.

Get started by watching the module video

https://k12teacherstaffdevelopment.com/tlb/what-is-carousel-brainstorming-technique/
https://k12teacherstaffdevelopment.com/tlb/what-is-carousel-brainstorming-technique/
https://www.novakeducation.com/wp-content/uploads/2019/01/UDL_FlowChart_Rev1.pdf
https://learn.teachingchannel.com/video/1-3-6-protocol
https://k12teacherstaffdevelopment.com/tlb/what-is-carousel-brainstorming-technique/
https://learn.teachingchannel.com/video/1-3-6-protocol
https://www.youtube.com/watch?v=x8_Dgo06f9Y&feature=youtu.be
https://www.youtube.com/watch?v=x8_Dgo06f9Y&feature=youtu.be
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Protocol	&	Link	to	
Learn	More

Description Possible	Use

Fishbowl Teams	of	three	or	four	work	on	a	
problem	or	exercise.	At	the	same	
time,	other	teams	of	three	or	four	
observe	the	first	team.	In	particular,	
the	first	teams	work	on	seeking	
other	points-of-view,	listening	to	
and paraphrasing ideas, and other 
communication	skills	while	solving	
the	given	problem.	The	second	
teams	focus	their	attention	on	the	
team	dynamic	and	make	sure	they	
are	prepared	to	discuss	how	well	
or	poorly	the	first	teams	worked	
together	to	solve	the	problem.

Benefits:	great	exercise	for	team	
building	and	deciding	on	norms

 » May	be	a	great	exercise	to	
start the year to create team 
norms.	As	you	watch	other	
teams, note what is most 
productive	and	what	may	
detract	from	that	work.

Whip	Around An	open	ended	question	is	posed	to	
all	learners	(i.e,	What	word	comes	to	
mind	when	you	think	about	classroom	
instruction?)	Provide	time	for	
everyone	to	think	of	an	answer	and	
then	“whip	around”	and	ask	everyone	
to	share.

In	person,	you	can	whip	around	the	
room	and	in	a	virtual	meeting,	you	
can	use	the	chat	feature	or	allow	
everyone to share their answer while 
using	a	gallery	view	of	an	online	
meeting.

Benefits:	summarizing	most	
important	point,	clarification,	
accountability,	everyone	responds

 » Ask	team	to	review	the	MTSS	
Self-Assessment	and	select	
the	one	initiative	that	they	feel	
needs the most attention to 
meet	the	needs	of	all	learners.

 » When	thinking	about	
competing initiatives, ask 
everyone to select one 
initiative	that	is	a	focus	of	the	
school	or	district	that	should	
stay	a	focus.

 » Ask	everyone	to	think	of	an	
exemplary practice they have 
seen in a classroom that they 
wish	would	be	scaled.

https://www.facinghistory.org/resource-library/teaching-strategies/fishbowl
https://k12teacherstaffdevelopment.com/tlb/what-is-the-whip-around-strategy/
https://www.facinghistory.org/resource-library/teaching-strategies/fishbowl
https://k12teacherstaffdevelopment.com/tlb/what-is-the-whip-around-strategy/


8WASA INCLUSIONARY PRACTICES STATEWIDE SUPPORT FOR DISTRICT CHANGE

Protocol	&	Link	to	
Learn	More

Description Possible	Use

Nominal	Group This	technique	begins	with	a	group	
brainstorm	(you	could	use	the	
carousel	technique)	and	then	a	round	
robin	sharing	(or	whip	around).	
The most important step is that all 
learners vote to prioritize where the 
discussion	should	go.	To	start,	each	
group	member	selects	the	five	most	
important	items	from	the	group	list	
and writes one idea on each index 
card.	Next,	each	member	ranks	the	
five	ideas	selected,	with	the	most	
important	receiving	a	rank	of	5,	and	
the least important receiving a rank 
of	1.	The	“ideas”	with	the	highest	
ranking	become	the	focus	on	the	
discussion.

Benefits:	removes	barrier	of	mind	
meld,	focuses	many	ideas	down	to	
one,	provides	solutions	to	a	problem	
to	vote	on	which	solution	is	best

 » Use	to	establish	group	
consensus	on	determining	
initiatives	or	action	steps	for	
school improvement

 » If	meeting	in	person,	use	sticky	
notes	or	index	cards.	If	you	are	
meeting	virtually,	you	can	use	
a	poll	feature	by	using	Zoom	
Polls	or	using	a	free	website	
like	Meeting	Pulse.	

Concentric Circles In in person meetings, create an 
inner	circle	and	an	outer	circle.	The	
inner circle stays stationary and at 
predetermined	intervals;	the	outer	
circle	rotates	so	there	are	different	
discussion	partners.

Note,	can	also	be	done	with	only	two	
options.	Depending	on	whether	they	
agree or disagree with this statement, 
learners	move	to	one	side	of	the	room	
or	the	other.	From	that	spot,	groups	
take	turns	sharing	their	opinions	and	
people	are	encouraged	to	switch	
sides.

Benefits: activates prior knowledge, 
interact	with	a	range	of	colleagues,	
allows	for	movement,	all	learners	
involved

 » Create	discussion	prompts	
and	have	individuals	discuss	
the prompts “speed dating” 
style.

 » You	can	provide	problems	of	
practice	and	allow	groups	of	
learners	to	discuss.

 » You	can	review	district	
or	school	documents,	like	
improvement plans and 
strategies	by	asking	groups	to	
review	sections	and	discuss	
specific	goals	and	initiatives	
with	partners.

https://www.cdc.gov/healthyyouth/evaluation/pdf/brief7.pdf
http://www.theteachertoolkit.com/index.php/tool/inside-outside-circles
https://www.cdc.gov/healthyyouth/evaluation/pdf/brief7.pdf
http://www.theteachertoolkit.com/index.php/tool/inside-outside-circles
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Protocol	&	Link	to	
Learn	More

Description Possible	Use

Four	Corners Think	of	this	as	a	multiple	choice	
test	but	you	answer	with	your	body.	
You	can	create	“four	corners”	with	
“strongly agree, agree, disagree, 
strongly	disagree,”	for	example,	
and	as	you	ask	questions,	you	allow	
learners to move to the appropriate 
corner	and	discuss	their	thoughts	
with	people	there.	

Benefits: does not demand a written 
response,	gets	people	moving	if	
done	in	person,	safer	way	to	express	
opinions	as	you	are	discussing	
thoughts	with	people	who	have	
similar opinions

 » Virtually,	you	could	have	
“four	corners”	by	using	the	
“renaming”	function	in	Zoom,	
for	example	where	you	
provide	a	slide	with	the	four	
options and ask participants to 
rename	themselves	to	reflect	
their	answer.	You	can	then	
create	breakout	groups	based	
on	how	everyone	answered.	

Four	A’s This	is	a	great	protocol	to	use	after	
sharing	a	text.	In	the	spirit	of	UDL,	
you	can	provide	multiple	versions	of	
the	same	text.	For	example,	you	could	
pair	texts	and	or	provide	multi-media	
texts.	After	reviewing	a	text,	there	are	
four	prompts:

 » What Assumptions does the 
author	of	the	text	hold?	

 » What	do	you	Agree with in the 
text? 

 » What	do	you	want	to	Argue with 
in the text? 

 » What	parts	of	the	text	do	you	
want to Aspire	to	(or	Act	upon)?

Benefits: think critically, make real 
life	connections,	focuses	discussion	
on important texts

 » Can be done in person or in 
breakout	rooms.

 » Select	text	w/ethical	or	
cultural	issues,	or	use	school	
or	district	improvement	plans.

 » Consider	sharing	resources	
on	the	importance	of	
inclusion,	district	data,	and/
or	the	opportunity	gap	and	
encourage	teams	to	discus.

AAA

A

https://www.facinghistory.org/resource-library/teaching-strategies/four-corners
https://schoolreforminitiative.org/doc/4_a_text.pdf
https://www.facinghistory.org/resource-library/teaching-strategies/four-corners
https://schoolreforminitiative.org/doc/4_a_text.pdf
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Protocol	&	Link	to	
Learn	More

Description Possible	Use

Data Driven 
Dialogue

This is a great protocol to review 
data	which	begins	with	a	period	of	
reflection,	transitions	to	reflecting	
on	visual	presentations	of	data	and	
then provides sentence stems and 
guidance	for	how	to	talk	about	data	
and	what	it	means	for	school	and	
district	improvement.

Benefits: minimizing the threat and 
distraction	of	discussing	student	data

 » Can	be	used	with	standardized	
data,	data	on	discipline,	equity	
audit	data,	survey	response	
data,	or	qualitative	data	from	
focus	groups.

 » Remember	to	have	a	facilitator	
to	keep	the	team	on	task.

Consultancy	
Protocol

This	is	a	great	protocol	for	leadership	
teams	to	discuss	problems	of	practice	
with	each	other.	The	link	to	the	left	
provides	an	example	of	how	to	use	
this	protocol	with	the	question,	
“What can I do to capitalize on my 
team’s	interest	so	we	can	translate	
theory into practice?”

Essentially, someone on the team 
brings	forward	a	problem	of	practice	
and	the	rest	of	the	leadership	team	
focuses	on	potential	solutions.

Benefits:	think	independently	first,	
provides	structure	to	have	difficult	
conversations	that	require	radical	
candor

 » This	protocol	would	work	
well	for	examining	curriculum	
maps	or	scope	and	sequence	
documents,	common	
assessments,	videos	of	
teachers in the classroom, 
problem solving on district 
initiatives,	etc.

 » Consider	how	members	of	the	
team	can	be	“artifacts”	that	
help	to	highlight	a	struggle	at	
the	school	or	district	level.

http://schoolreforminitiative.org/doc/data_driven_dialogue.pdf
http://schoolreforminitiative.org/doc/data_driven_dialogue.pdf
https://schoolreforminitiative.org/doc/consultancy.pdf
https://schoolreforminitiative.org/doc/consultancy.pdf
http://schoolreforminitiative.org/doc/data_driven_dialogue.pdf
https://schoolreforminitiative.org/doc/consultancy.pdf
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Establishing Data-Cycles 
and Feedback Loops

As	a	district	facilitator,	it	will	be	important	to	create	a	
data	culture	where	you	are	continually	reviewing	your	
theory	of	action	and	determining	progress	on	your	
action	steps	and	if	they	are	having	a	positive	effect	on	
the	learning	of	all	learners,	especially	those	learners	
who	have	been	historically	marginalized.	This	process,	
adapted	from	the	Data	Wise	Process	at	Harvard	
University	may	be	important	for	your	professional	
learning	community.

STEP	1. 	ORGANIZING	FOR	
COLLABORATIVE	WORK

Your	team	should	meet	on	an	ongoing	basis	
throughout	the	year.	It	will	be	important	in	August	
or	September	to	take	time	to	create	team	norms	and	
discuss	the	importance	of	creating	a	data-culture	
that	goes	beyond	standardized	data	to	include	survey	
data,	student	feedback	data,	data	from	teacher	
evaluations,	etc…	Ongoing	conversations	around	data	
are	an	important	way	to	increase	staff	capacity	to	
both	understand	and	carry	out	school	improvement	
work.	To	build	this	kind	of	culture,	you	will	also	want	
to	establish	team	schedules	that	enable	collaborative	
work	among	faculty	members,	and	engage	in	careful	
planning	and	facilitation	to	ensure	that	collaborative	
work	is	productive.	

For	Step	1,	you	may	want	the	Hopes and Fears 
Protocol	or	a	protocol	for	Creating	Norms.

Get started by watching the 
module video

https://datawise.gse.harvard.edu/files/datawise/files/hopes_and_fears_protocol_instructions.pdf
https://datawise.gse.harvard.edu/files/datawise/files/hopes_and_fears_protocol_instructions.pdf
https://www.baschools.org/vimages/shared/vnews/stories/54e631b7d1163/Guide%20to%20Establishing%20PLC%20Norms.pdf
https://www.youtube.com/watch?v=nO-gJ6cw0mU&feature=youtu.be
https://www.youtube.com/watch?v=nO-gJ6cw0mU&feature=youtu.be


12WASA INCLUSIONARY PRACTICES STATEWIDE SUPPORT FOR DISTRICT CHANGE

STEP	2: 	BUILDING	ASSESSMENT	
LITERACY

When	you	look	at	assessment	data,	it	can	sometimes	
feel	as	if	they	are	written	in	a	different	language.	As	a	
facilitator,	how	can	you	help	your	team	begin	to	make	
sense	of	it	all?	An	essential	step	in	the	“Prepare”	phase	is	
to	help	your	team	develop	assessment	literacy.	

To	interpret	score	reports,	it	helps	to	understand	the	
different	types	of	assessments	and	the	various	scales	
that	are	used	in	your	district.	To	appreciate	what	
inferences	may	be	drawn	from	these	reports	and	which	
differences	in	outcomes	are	meaningful,	familiarity	with	
key	concepts	such	as	reliability	and	validity	can	really	
help.	Consider	using	a	collaboration	protocol	(Module	
2	in	this	series)	to	learn	more	about	the	following	
assessment	concepts:

 » Learn	more	about	validity	and	reliability	in	this	
blog post, “Importance	of	Validity	and	Reliability	
in	Classroom	Assessments”.	Consider	using	the	4A	
protocol	to	discuss.

 » Learn	about	the	difference	between	a	norm-
referenced	and	criterion	referenced	assessment	
from	Renaissance	Learning.	Discuss	differences	and	
what	it	means	for	discussions	about	data.

 » This	is	particularly	important	when	looking	at	
student	work.	Learn	more	about	inter-rater 
reliability	and	share	with	your	team.	Consider	
facilitating	a	protocol	looking	at	student	work	or	
classroom	observations	from	teacher	evaluation	to	
determine	if	there	is	inter-rater	reliability.

 » This	is	a	great	tool	from	Oakland	Schools	that	
discusses	the	different	types	and	different	purposes	
of	assessments	including	universal	screeners,	
diagnostic assessments, and progress monitoring 
tools.	

https://www.thegraidenetwork.com/blog-all/2018/8/1/the-two-keys-to-quality-testing-reliability-and-validity#:~:text=Validity%20pertains%20to%20the%20connection,no%20natural%20connection%20to%20intelligence.
https://www.thegraidenetwork.com/blog-all/2018/8/1/the-two-keys-to-quality-testing-reliability-and-validity#:~:text=Validity%20pertains%20to%20the%20connection,no%20natural%20connection%20to%20intelligence.
https://www.renaissance.com/2018/07/11/blog-criterion-referenced-tests-norm-referenced-tests/
https://www.renaissance.com/2018/07/11/blog-criterion-referenced-tests-norm-referenced-tests/
https://www.novakeducation.com/interrater-reliability-protocol-must-writing-assessment/
https://www.novakeducation.com/interrater-reliability-protocol-must-writing-assessment/
https://www.oaklandschoolsliteracy.org/resources/assessment/universal-screening-diagnostic-progress-monitoring-assessments/
https://www.oaklandschoolsliteracy.org/resources/assessment/universal-screening-diagnostic-progress-monitoring-assessments/
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STEP	3: 	CREATING	A	DATA	
OVERVIEW

As	you	move	into	the	“Inquiry”	phase	of	your	
process, a good starting place is to create 
graphic	displays	of	your	data.	This	could	
include	results	from	standardized	measures,	
diagnostic assessments, progress monitoring 
tools,	survey	data,	etc…	Allow	time	during	this	
step	for	learners	to	ask	questions	and	note	
overall	observations.	When	providing	a	data	
overview,	you	may	want	to	use	the	Protocol	for	
Examining Data (pg.	1	is	a	template	and	pg.	2	
provides	facilitation	prompts/exemplars,	etc.)

STEP	4: 	DIGGING	INTO	DATA

Once	your	team	has	discussed	the	data	
overview, it is time to ask, “What other data 
could	we	look	at	to	confirm	or	dispute	what	
we	are	seeing	here?”	This	analysis	should	
lead	to	the	development	of	“learner-centered	
problem”	-	a	problem	of	understanding	or	skill	
that	is	common	to	many	students	and	underlies	
their	performance	on	assessments.	

A	central	premise	of	the	“Data	Wise”	
Improvement Process is that it is important to 
examine	a	wide	range	of	data,	not	just	results	
from	standardized	tests.	This	is	a	great	time	
to	look	at	student	survey	data,	data	about	
inclusion	and	LRE	and	teacher	evaluation	
data.	You	can	then	“triangulate”	your	findings	
by	using	multiple	data	sources	to	illuminate,	
confirm,	or	dispute	their	initial	hypotheses.	
When	digging	into	student	data,	you	may	want	
to	use	the	Protocol	for	Examining	Data.

STEP	5: 	EXAMINING	
INSTRUCTION

In	order	to	solve	your	learner-centered	
problem, it is important at this stage to 
re-frame	it	as	a	“problem	of	practice”	that	

your	faculty	will	tackle.	To	help	to	identify	a	
problem	of	practice	or	a	dilemma	that	staff	are	
struggling	with,	use	the	Consultancy	Protocol 
or	another	one	of	the	collaboration	tools	
outlined	in	Module	2	in	this	guide.

Now	the	challenge	is	to	develop	a	shared	
understanding	of	what	effective	instruction	
around	this	issue	would	look	like.	School	
leaders can help teachers become skilled at 
examining	practice,	articulating	what	is	actually	
happening in classrooms, and comparing it to 
the	kind	of	instruction	that	is	needed.

To	support	this	step,	it	may	be	helpful	to	view	
unedited	videos	from	the	DESE	Calibration	
Video	Library	from	Massachusetts	to	discuss	
instruction	through	the	lens	of	UDL	and	
inclusive	practice.	This	will	help	to	build	inter-
rater	reliability.

STEP	6: 	REVIEWING/
DEVELOPING	AN	ACTION	
PLAN

Solutions	at	last!	It	may	seem	as	though	you	
have	to	work	through	a	large	number	of	
steps	before	deciding	what	to	do	about	the	
issues	suggested	by	your	data.	But	because	
of	the	careful	work	you	have	done	so	far,	the	
remaining	steps	will	go	more	smoothly.	In	this	
first	step	of	the	“Act”	phase	of	the	work,	you	
begin	by	deciding	on	an	instructional	strategy	
that	will	solve	the	problem	of	practice	you	
identified	that	relates	to	the	district	vision/
theory	of	action.	You	then	work	collaboratively	
to describe what this strategy will look like 
when	implemented	in	classrooms.	

STEP	7: 	PLANNING	TO	ASSESS	
PROGRESS

Before	implementing	your	plan,	you	need	to	
figure	out	how	you	will	measure	its	success.	

https://achieve.lausd.net/cms/lib/CA01000043/Centricity/domain/244/secondary%20sbac%20resources/Protocol%20for%20Examining%20Data.pdf
https://achieve.lausd.net/cms/lib/CA01000043/Centricity/domain/244/secondary%20sbac%20resources/Protocol%20for%20Examining%20Data.pdf
https://achieve.lausd.net/cms/lib/CA01000043/Centricity/domain/244/secondary%20sbac%20resources/Protocol%20for%20Examining%20Data.pdf
http://schoolreforminitiative.org/doc/consultancy.pdf
http://www.doe.mass.edu/edeval/resources/calibration/videos.html
http://www.doe.mass.edu/edeval/resources/calibration/videos.html
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Too	often,	educators	skip	this	step	and	find	themselves	
deep	into	implementation	without	a	clear	sense	of	
how	they	will	assess	progress.	This	is	why	your	theory	
of	action	outlines	specific	metrics	for	success.	As	
a	school	leader,	you	can	help	your	school	decide	in	
advance	what	short-,	medium-,	and	long-term	data	
you	will	gather	and	how	you	will	gather	it	for	future	
data	meetings,	where	you	will	continually	loop	back	
to	Step	4.	You	can	then	work	together	to	set	clear	
short-,	medium-,	and	long-term	goals	for	student	
improvement.

STEP	8: 	ACTING	AND	ASSESSING

Now	that	it	is	time	to	bring	the	ideas	up	off	the	paper,	
four	questions	can	guide	your	work	as	a	district	
facilitator:	Ask	these	questions	at	each	follow-up	data	
meeting.

 » Are	we	all	on	the	same	page?

 » Are	we	doing	what	we	said	we’d	do?

 » Are	our	students	learning	more?		(especially	those	
students	who	have	been	historically	marginalized)

 » Where	do	we	go	from	here?	

Implementation	of	the	action	plan	can	be	like	
conducting	an	experiment	in	which	you	test	your	
theories	of	how	instructional	strategies	lead	to	student	
learning	but	continuing	to	come	back	to	the	plan	is	
critical	for	success.

Note: DataWise Steps Adapted from the Harvard Education Letter, 
Volume 22, Number 1/January/February 2006
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Reflecting on Current UDL 
Practices: Self-Assessment 
Protocol

STEP	1: 	DETERMINE	YOUR	PURPOSE

5 minutes

The UDL	Progression	Rubric	can	be	used	as	a	self-assessment	tool,	a	collaborative	planning	tool,	
or	a	feedback	tool.		Additionally,	you	may	want	to	share	the	UDL	Progression	Rubric	with	your	
colleagues.	Choose	which	path	you’d	like	to	explore	below	and	then	participate	in	the	activities	
beneath	your	choice.	We	are	available	for	questions	throughout	the	activity	so	don’t	hesitate	to	
raise	your	hand	to	get	our	attention. 

STEP	2: 	ACTIVITY

50 minutes

The UDL	Progression	Rubric	can	be	used	as	a	self-assessment	tool,	a	collaborative	planning	tool,	
or	a	feedback	tool.		Additionally,	you	may	want	to	share	the	UDL	Progression	Rubric	with	your	
colleagues.	Choose	which	path	you’d	like	to	explore	below	and	then	participate	in	the	activities	
beneath	your	choice.	

Get started by watching the module video

http://castpublishing.org/wp-content/uploads/2018/02/UDL_Progression_Rubric_FINAL_Web_REV1.pdf
http://castpublishing.org/wp-content/uploads/2018/02/UDL_Progression_Rubric_FINAL_Web_REV1.pdf
https://www.youtube.com/watch?v=kM9PqWxgA6I&feature=youtu.be
https://www.youtube.com/watch?v=kM9PqWxgA6I&feature=youtu.be
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UDL	Progression	
Rubric	self-
assessment	and	UDL	
goal-setting

UDL	collaborative	planning	
session	using	UDL	Lesson	Plan	
Template

Feedback	Tool	Using	
Calibration Exercises

PD Planning to share 
UDL	Progression	
Rubric	with	
colleagues

Take	the	time	you	
need to review the 
UDL	Progression	
Rubric, checkpoint by 
checkpoint.	Consider	
where	you	are	in	
your	practice.	You	
may want to make 
note	of	the	areas	
where	you	would	
like	to	focus	in	your	
practice.

Take	the	time	you	need	to	review	
the UDL	Progression	Rubric, 
checkpoint by checkpoint and 
then	consider	how	you	can	design	
a	lesson	using	the	principles	of	
UDL.	

Working alone or collaboratively, 
use	the	UDL	Lesson	Planning	
Template	as	a	guide	to	help	you	
design a lesson that aligns to the 
UDL	framework.	

As	a	next	step,	consider	how	
you	can	scale	UDL	and	inclusive	
practice	in	your	school	by	sharing	
your	lesson	at	an	upcoming	
faculty	meeting,	through	email	or	
through	a	showcase	lesson!

Discuss	the	process	of	teacher	
observation	in	your	school.	Do	
all	teachers	get	feedback	that	
aligns	with	the	UDL	Framework,	
which	is	the	foundation	for	
inclusive	practice?

Next,	view	the	resources	on	
DESE’s	website	focused	on	
calibrating	expectations	for	
educator	evaluations.	Choose 
one	video	from	the	video	library 
and	play	for	3-5	minutes.	Next,	
as	a	group,	discuss	strengths	
and/or	areas	that	could	be	
improved	with	inclusive	
practice.	Provide	feedback	
using	the	UDL	Progression	
Rubric.

If	you’d	like	to	
share the UDL	
Progression	Rubric 
with	colleagues,	take	
the	time	you	need	
to review and then 
collaborate with 
members	of	your	
group	to	decide	how	
you	could	create	your	
own presentation to 
share the tool with 
your	staff.	

Next,	get	the	
presentation on the 
schedule	at	your	next	
faculty	meeting!

STEP	3: 	REFLECT	&	SHARE

5 minutes

Before	we	transition	to	the	next	activity,	take	a	moment	to	reflect	on	the	activity	you	chose	for	the	
workshop.	

 » What	was	your	biggest	take-away?	

 » Share	with	someone	from	your	group,	send	a	tweet	to	#UDL,	or	be	daring	and	prepare	a	
short	blurb	to	share	with	the	entire	group.

http://castpublishing.org/wp-content/uploads/2018/02/UDL_Progression_Rubric_FINAL_Web_REV1.pdf
http://castpublishing.org/wp-content/uploads/2018/02/UDL_Progression_Rubric_FINAL_Web_REV1.pdf
http://castpublishing.org/wp-content/uploads/2018/02/UDL_Progression_Rubric_FINAL_Web_REV1.pdf
https://docs.google.com/document/d/1Fpd4TJRaHpKoh4biBNj-56nWdIIHfURJpANspgwLE8s/edit?usp=sharing
https://docs.google.com/document/d/1Fpd4TJRaHpKoh4biBNj-56nWdIIHfURJpANspgwLE8s/edit?usp=sharing
http://www.doe.mass.edu/edeval/resources/calibration/videos.html
http://www.doe.mass.edu/edeval/resources/calibration/videos.html
http://castpublishing.org/wp-content/uploads/2018/02/UDL_Progression_Rubric_FINAL_Web_REV1.pdf
http://castpublishing.org/wp-content/uploads/2018/02/UDL_Progression_Rubric_FINAL_Web_REV1.pdf
http://castpublishing.org/wp-content/uploads/2018/02/UDL_Progression_Rubric_FINAL_Web_REV1.pdf
http://castpublishing.org/wp-content/uploads/2018/02/UDL_Progression_Rubric_FINAL_Web_REV1.pdf
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Peeling the Onion to 
Review Action Plans

This	protocol	is	a	great	way	to	review	the	draft	
action	plan	you	created	with	your	team.	This	can	
be	facilitated	at	a	larger	school	leadership	team	
meeting	or	with	faculty	at	individual	schools.	
This	helps	everyone	get	on	the	same	page	about	
what	the	team	uncovered	during	the	MTSS	Self-
Assessment	and	helps	everyone	share	ideas	for	
how	to	address	areas	of	concern	through	action	
steps.

UNDERSTANDING	THE	ISSUE

10 minutes

Our	team	was	challenged	with	designing	a	theory	
of	action	plan	to	scale	multi-tiered	systems,	
inclusive	practices,	and	universal	design	in	our	
district.	Please	take	time	to	review	our	initial	plan	
(share	a	link	to	the	plan	and	also	have	hard	copies	
and	highlighters	available	if	you	are	meeting	in	
person).

The	facilitator	asks	two	key	questions.

 » What are some possible barriers to this initial 
plan? 

 » What systems will need to be in place to 
support	all	stakeholders	this	year	as	we	work	
toward these initiatives?

PEELING	THE	ONION	

15 minutes

Participants	each	will	examine	one	layer	of	the	
onion	by	responding	to	one	of	the	prompts	below.	
Groups	will	thoroughly	discuss	each	response	to	
the	prompt	before	moving	on	to	the	next	response.	
They	may	concur,	differ,	offer	comments,	ask	
questions,	suggest	examples,	or	provide	details.	
One	person	takes	notes.

 » One	assumption	that	seems	to	be	part	of	the	
problem	is	…

 » Further	questions	this	raises	for	me	are	…

 » What	if	…	?

 » Have	we	thought	about	…	?

NOTE-TAKER	REFLECTION	

5 minutes

The	note	taker	reflects	aloud	on	the	discussion,	
not	defensively	but	thoughtfully,	sharing	the	ideas	
with	the	larger	group.	All	the	notes	will	be	shared	
with the leadership team as they revise the theory 
of	action	plan	and	share	with	the	school	board	and	
larger	community.

Get started by watching the module video

https://www.youtube.com/watch?v=PD-tR211xPw&feature=youtu.be
https://www.youtube.com/watch?v=PD-tR211xPw&feature=youtu.be
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Reviewing Curriculum 
Maps and Scope and 
Sequence Documents

A	scope	and	sequence,	or	a	curriculum	map,	is	
a	summary	of	the	units	that	will	be	taught,	the	
sequence	in	which	they	will	be	taught	and	the	
outcomes	that	will	be	addressed	in	each	unit.	Scope	
and	sequences	are	flexible	and	fluid	documents	
that	should	be	reviewed	at	regular	intervals	
and	adjusted	as	necessary.	You	may	also	create	
assessment	maps	which	outline	the	universal	
screening tools, diagnostic tools, and progressing 
monitoring	tools	that	will	be	used	to	review	data	in	
data-meetings.	

If	you	don’t	yet	have	a	scope	and	sequence	or	
a	curriculum	map,	it	will	be	important	to	first	
provide	time	for	teams	to	articulate	their	scope	
and	sequence.	You	can	see	examples	of	scope	and	
sequence	documents	from	the	Groton-Dunstable	
Regional	School	District	here.	After	a	draft	is	
complete,	this	review	process	can	be	used	annually	
to	revise	based	on	student	needs.	

The	review	process	includes	several	steps:

STEP	1	

First	read	through	(15	minutes):	Each	teacher	
should	read	through	all	scope	and	sequence	
documents	or	curriculum	maps	for	courses	they	
teach.

STEP	2

Small	group	review	(30	minutes).	The	department	
shares	individual	findings	and	records	questions	

based	on	the	first	read-through.	Note	any	changes	
that	need	to	be	made	based	on	the	review.

STEP	3

Discussion	(15	minutes):	Once	you	have	reviewed	
the	scope	and	sequence	or	curriculum	maps	and	
discussed	your	take-aways,	discuss	the	following	
questions.	

 » Does	every	student	have	access	to	rigorous,	
grade	level	instruction	regardless	of	
variability?

 » Are	we	happy	with	the	skills	and	knowledge	
we impart?

 » Do	they	reflect	what	we	believe	our	students	
need	for	success?

 » Are	there	any	changes	we	would	like	to	make	
to	the	scope	and	sequence	documents	based	
on	student	data?

 » Do	we	assess	what	we	value	on	our	
curriculum	or	assessment	maps?

 » Do	we	use	a	variety	of	assessments	that	are	
relevant,	authentic,	and	meaningful	to	drive	
instruction?

STEP	4

Share:	Have	one	person	in	the	group	share	take-
aways	from	the	overall	discussion	in	a	written	
reflection,	an	infographic,	or	by	creating	an	audio	
or	video	recording	to	sum	up	the	discussion.	As	
a	team	facilitator,	be	sure	to	answer	questions,	
provide	feedback,	etc…	as	the	team	works	to	refine	
scope	and	sequence	documents.	

Get started by watching the module video

http://gdrsd.org/departments/curriculum/scope-and-sequence-documents/
http://gdrsd.org/departments/curriculum/scope-and-sequence-documents/
https://www.youtube.com/watch?v=9_j4vY6lsFA&feature=youtu.be
https://www.youtube.com/watch?v=9_j4vY6lsFA&feature=youtu.be
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Examining Instruction & 
Teacher Evaluations as 
Tools for Change

This	is	a	protocol	that	is	critical	for	inter-rater	
reliability	when	it	comes	to	teacher	evaluations.	
The	preacher	evaluation	process	is	an	incredible	
opportunity	to	provide	feedback	that	drives	
inclusive,	universally	designed	instruction.	It	
is	not	an	opportunity	to	simply	state	what	was	
observed or to share what the teacher is doing 
well.	Universal	Design	for	Learning	(UDL),	as	
a	framework,	argues	that	true	engagement	
requires	discomfort,	challenge,	risk-taking	and	the	
opportunity	to	be	a	continuous	learner.	How	can	
we,	as	district	facilitators,	help	to	shift	the	culture	
of	the	teacher	evaluation	process	so	all	teachers	
receive	targeted	and	constructive	feedback	on	
how	they	can	scale	inclusive	practices	in	their	
classrooms	using	the	principles	of	Universal	Design	
for	Learning,	culturally	responsive	teaching,	and	
trauma-informed	practices?

This	is	an	opportunity	to	get	all	evaluators	on	the	
same	page.	Once	you	have	drafted	guidance,	it	may	
be	beneficial	to	share	with	union	leadership	for	
feedback.	Distributed	leadership	and	collaboration	
is	key	for	district	success.

To	begin,	it	may	be	helpful	to	review	one	or	more	of	
the	following	resources	on	providing	high	quality	

feedback	to	educators.

I’m not fully understanding why this is 
important

This	article	from	NAESP,	“When Principals Lose 
Touch	with	the	Classroom”	argues	why	classroom	
observation and admin presence in classrooms is 
critical	for	school	improvement	and	culture.

I’m not fully understanding the 
concepts

This	article	from	Education	World,	“Making	the	
Most	of	Informal	Observations” provides concrete 
strategies	for	data	culture	as	you	create	an	
ongoing presence in classrooms to drive school 
improvement	efforts.

To	prepare,	get	a	selection	of	teacher	observation	
or	teacher	evaluation	write-ups.	Remove	any/all	
identifying	information	and	mark	the	artifacts	as	1,	
2,	3,	etc.

Get started by watching the module video

https://www.naesp.org/sites/default/files/resources/2/Principal/2008/M-Ap52.pdf
https://www.naesp.org/sites/default/files/resources/2/Principal/2008/M-Ap52.pdf
https://www.educationworld.com/a_admin/informal-classroom-teacher-observations.shtml
https://www.educationworld.com/a_admin/informal-classroom-teacher-observations.shtml
https://www.youtube.com/watch?v=gIHrStYoDOI&feature=youtu.be
https://www.youtube.com/watch?v=gIHrStYoDOI&feature=youtu.be
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STEP	1: 	SHARE	THE	TASK
1 minute

	“We	are	doing	this	because	we	want	to	create	a	guidance	
document	to	help	us	create	consistent,	meaningful	observations	
for	our	educators	so	we	can	better	meet	the	needs	of	all	students.”

STEP	2: 	SILENT	OBSERVATION 

5 minutes

Examine	a	sample	of	observation	write-ups	silently,	and	ask	
yourselves:

 » How	would	I	respond	if	I	were	the	teacher	who	received	
this?

 » What	do	I	notice	and	wonder	about	the	formative	
assessment?

 » Would	this	observation	or	write-up	motivate	me	and	
support	me	to	become	a	better	educator?

STEP	3: 	NOTICE	AND	WONDER	
5 minutes

In	small	groups	ask	participants	to	discuss	observations,	questions,	
and	what	they	notice	—no	judgement	or	interpretation.	Use	the	
sentence	stem,	“I	noticed…”

STEP	4: 	ANALYSIS	AND	JUDGEMENT
10 minute

Discuss	assessment	of	the	artifacts,	as	well	as	solutions	for	
addressing	issues.	The	facilitator	is	taking	notes.	For	example,	
you	may	say	things	like,	“If	I	was	teacher	#1,	I	would	feel	this	way	
because…”

STEP	5: 	OPEN	DISCUSSION	AND	
SUGGESTIONS	
5 to 10 minutes

A	lot	of	this	discussion	is	centered	around	identifying	and	building	
on	solutions	and	answering	the	question:	what	are	the	next	steps?	
As	you	are	listening,	creating	a	draft	of	“guidance”	for	writing	
meaningful,	relevant,	authentic	observations	and	evaluations	that	
truly	challenge	and	support	teachers	to	continue	to	reach,	grow,	
and	change	practices	so	every	student	has	an	equal	opportunity	to	
learn	at	high	levels.

Repeat	this	exercise	periodically	throughout	the	year	to	see	if	
the	observations	and	evaluations	become	more	consistent,	more	
helpful,	and	more	targeted	toward	the	progressional	learning	
outlined	in	your	theory	of	action.	
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Facilitating Instructional 
Rounds for Professional 
Learning

WHY?	

From	The	Art	&	Science	of	Teaching	/	Making	the	Most	of	Instructional	Rounds	by	Robert	J.	Marzano.

The primary purpose of instructional rounds is for the educators making the observations to compare 
their practices with those observed in the classrooms they visit. It is the discussion at the end of a set of 
instructional rounds and the subsequent self-reflection by observer teachers that is their chief benefit. 

Instructional	rounds	stimulate	excitement	and	energy	among	colleagues	and	help	to	scale	inclusive	
practices.	It	is	a	great	structure	for	ongoing	professional	learning,	radical	candor,	and	for	collective	
efficacy.	

You	may	want	to	explore	a	little	more	about	instructional	rounds	and	consider	how	you	can	collaborate	
with	other	teachers	to	implement	UDL	while	improving	your	practice.	Here	is	a	PDF	of	an article on 
instructional	rounds	and	on	how	to	implement	UDL	rounds.	This	article	provides	a	nice	overview	of	the	
purpose	and	the	process.

TIPS	FOR	SCHEDULING	INSTRUCTIONAL	ROUNDS:

 » If	there	are	data	meetings	or	co-planning	meetings	scheduled,	consider	collaborating	with	the	
union	to	use	some	of	the	time	for	instructional	rounds.

 » Create	small	teams	for	instructional	rounds	and	have	administrators	in	the	district	cover	classes	for	
teams	to	complete	the	rounds	and	share	the	process	at	faculty	meetings.

 » Build	in	sub-costs	to	release	small	teams	of	teachers	for	a	period	of	time	to	observe	colleagues	at	
short	intervals.	In	one	hour,	a	team	could	rotate	to	watch	four	other	teachers.

Get started by watching the module video

https://www.birdvilleschools.net/cms/lib/TX01000797/Centricity/Domain/3660/Learning%20From%20Instructional%20Rounds.pdf
https://www.birdvilleschools.net/cms/lib/TX01000797/Centricity/Domain/3660/Learning%20From%20Instructional%20Rounds.pdf
https://www.youtube.com/watch?v=gIHrStYoDOI&feature=youtu.be
https://www.youtube.com/watch?v=MVrofPvKxq4&feature=youtu.be
https://www.youtube.com/watch?v=MVrofPvKxq4&feature=youtu.be
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H O W ? 

Before	the	day	of	the	rounds,	create	a	schedule	that	ensures	that	there	is	adequate	time	for	a	debrief	at	
the	end	of	the	day	for	anyone	involved.	

Phase 1

Instructional	Rounds	group	will	meet	for	15-30	minutes	to	identify	a	problem	of	practice	and	a	
corresponding	focus	question	to	drive	the	day’s	observations.	Samples	are	provided	below.

Common Problems of Practice and Focus Questions 

Problem	of	Practice Focus	Question	for	Observation

Not	all	students	are	not	
resourceful	and	skilled	
at critical thinking and 
building	knowledge.

 » What	is	the	teacher	doing	to	help	students	effectively	interact	with	
new knowledge?

 » What	is	the	teacher	doing	to	help	students	practice	and	deepen	their	
understanding	of	new	knowledge?

 » What	is	the	teacher	doing	to	help	students	generate	and	test	
hypotheses	about	new	knowledge?

Not	all	students	are	
motivated, nor do they 
have personalized learning 
goals so they can meet 
grade-level standards in an 
accessible	way.

 » What	is	the	teacher	doing	to	help	establish	and	communicate	
learning	goals,	track	student	progress,	and	celebrate	success?	

 » What	opportunities	do	students	have	to	create	their	own	
personalized learning experience?

 » What	do	students	share	about	their	classroom	experience?

Not	all	students	are	
engaged	in	rigorous,	
accessible learning 
experiences.

 » What	options	do	students	have	to	personalize	their	learning	to	make	
the	experience	relevant	and	meaningful	to	them?

 » What	is	the	teacher	doing	to	engage	students?

 » How	does	the	teacher	provide	students	with	options	to	cope	when	
work	is	rigorous?

Not	all	students	are	
held to the same high 
expectations.

 » What	is	the	teacher	doing	to	communicate	high	expectations	to	all	
students?	

 » How	does	the	teacher	incorporate	the	importance	of	growth	
mindset?

 » How	does	the	teacher	heighten	the	salience	of	goals	and	objectives	
for	the	lesson	and	remind	students	about	the	goal	throughout?

Student	collaboration	is	
not	as	meaningful	as	it	
could	be.

 » How	does	the	teacher	foster	collaboration	and	community	in	the	
classroom?

 » What	techniques	does	the	teacher	use	to	ensure	that	student	
collaboration	and	student	conversations	are	meaningful?

 » How	does	the	teacher	create	accountability	for	student	
collaboration?



23WASA INCLUSIONARY PRACTICES STATEWIDE SUPPORT FOR DISTRICT CHANGE

Phase 2

Observation	group	makes	the	“rounds”	into	each	group	member’s	classroom	to	collect	data	related	to	
the	identified	“problem	of	practice”	(10-15	minutes	per	classroom)	while	observers	make	detailed,	non-
judgemental	notes	regarding	the	focus	question(s).	Note	that	the	questions	highlight	effective	practices	
that	help	to	address	the	problem	of	practice.	Along	with	trying	to	observe	what	is	occurring	during	specific	
classroom	segments,	observers	should	record	their	perceptions	immediately	after	leaving	the	observed	
teacher’s	classroom.	This	allows	observers	to	pick	up	behaviors	they	did	not	have	time	to	record	while	in	
the	classroom.	To	do	this	“after	action”	recording,	observers	simply	read	through	the	focus	questions	and	
record	anything	that	comes	to	mind	regarding	what	occurred	in	the	classroom.	

 » It’s	fine	to	talk	to	students	and	ask	them	questions	if	it’s	appropriate	in	the	lesson.

 » Only	discuss	the	observation	during	the	debrief	-	not	in	the	classroom	or	the	hallways.

Phase 3

Final	debrief	at	the	end	of	the	day	for	20-30	minutes	to	reflect	on	how	the	principles	of	UDL	were	
observed	during	the	Instructional	Rounds.	Note:	Do	not	offer	suggestions	to	the	observed	teachers	unless	
they	explicitly	ask	for	feedback.

Phase 4

Share	the	instructional	rounds	process	at	a	staff	meeting	-	team	decides	what	they	are	comfortable	
sharing.	Focus	on	the	value	of	the	process	as	job	embedded	professional	learning	and	how	it	would	
improve	all	teachers’	practice.	Discuss	innovative	ways	to	scale	instructional	rounds	so	teachers	have	
more	opportunities	to	observe	their	colleagues	in	action.	Teams	may	come	up	with	creative	solutions	like	
videotaping	lessons,	joining	each	other’s	virtual	sessions,	using	student	teachers	to	parent	volunteers	to	
cover	classes,	etc.
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Facilitating Thematic 
Coding for Student 
Feedback Data

Thematic	coding	is	a	form	of	qualitative	analysis	which	involves	
recording	or	identifying	passages	of	text	or	images	that	are	
linked	by	a	common	theme	or	idea	allowing	you	to	index	the	
text	into	categories	and	therefore	establish	a	“framework	of	
thematic	ideas	about	it”	(Gibbs	2007).	Charmaz	suggests	some	
basic	questions	to	ask	as	you	undertake	this	reading	that	will	
help	you	get	started:

 » What is going on?

 » What are people really saying?

You	can	use	this	protocol	whenever	you	collect	survey	data.	
For	example,	you	may	ask	for	feedback	on	your	theory	of	action	
plan,	on	your	remote	learning	plan,	or	in	the	student	feedback	
survey.	After	asking	quantitative	questions,	ask	an	open-ended	
question.	For	example,	you	may	ask:

 » What	suggestions	do	you	have	about	how	we	could	
improve the remote learning experience?

The	results	from	these	open-ended	questions	need	to	be	
reviewed	through	thematic	coding.	When	you	are	done,	be	
sure	to	share	results	with	all	stakeholders	to	close	the	feedback	
loop!

STEP	1: 	NOTICE	THEMES

10 minutes

Break	into	groups	based	on	school	sites.	In	each	group,	the	first	
step	is	for	each	person	to	independently	read	through	all	the	

Get started by watching 
the module video

https://www.youtube.com/watch?v=GBefHZo13Aw&feature=youtu.be
https://www.youtube.com/watch?v=GBefHZo13Aw&feature=youtu.be
https://www.youtube.com/watch?v=GBefHZo13Aw&feature=youtu.be
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data,	without	judgment	and	without	marking	up	
passages.	As	you	read,	start	to	notice	themes	that	
are	emerging.	What	is	being	said	by	multiple	people	
in	multiple	ways?	This	may	be	positive	or	negative	.	
Don’t	highlight,	just	notice.

STEP	2: 	NARROW	DOWN	
THEMES

10 minutes

Within	each	subgroup,	have	a	discussion	about	
possible	themes	that	emerged	from	the	first	
reading.	Put	these	on	chart	paper	and	narrow	
down observations to 3 -5 themes that everyone 
agrees	emerged	from	the	reading	as	being	the	
most	prominent.	Share	these	with	the	other	groups	
and	identify	3-5	overall	themes	that	need	further	
examination.

STEP	3: 	HIGHLIGHTING

15 minutes

Once the themes have emerged, break into as many 
groups	as	there	are	themes	to	verify	the	existence	
of	those	themes	in	the	data.	Each	theme	will	have	a	
different	color	highlighter.	The	groups	may	choose	
to	split	the	reading	or	read	together,	but	the	goal	
is	to	highlight	all	specific	text	that	supports	the	
theme.

STEP	4: 	EXEMPLIFY	THE	
THEMES

15 minutes

Once	each	group	has	identified	the	themes,	use	
the highlighted text to write a short paragraph 
that	identifies	the	themes	and	then	supports	their	
existence	with	examples	from	the	text.	For	example	
when	I	was	thematically	coding	the	professional	
development	survey	in	my	district,	I	wrote	the	
following:	One	theme	was	our	staff’s	desire	to	work	
collaboratively	and	to	receive	more	differentiated	
information	regarding	developmental	levels	
of	students	during	professional	development	
offerings.	One	teacher	noted,	“I	would	have	
preferred	breaking	up	into	small	groups	to	work	
with	our	own	counselors	...	.”	Another	said,	“As	an	
elementary	school	teacher,	I	would	like	to	see	more	
focused	training	about	childhood	anxiety.”	

You	can	use	as	many	quotes	as	seems	appropriate	
to	help	to	support	the	existence	of	the	theme.

STEP	5: 	REFLECTION

10 minutes

Each	subgroup	will	share	their	paragraphs	with	the	
group	and	the	group	will	reflect	on	the	identified	
themes	and	how	they	will	affect	planning.	These	
paragraphs will be combined and will be shared 
with	the	community	so	everyone	knows	that	the	
leadership	team	is	considering	the	perspectives	of	
multiple	stakeholders.	You	may	also	share	a	little	
about	the	thematic	coding	process.
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Hiring Practices that 
Optimize Inclusion

As	a	leadership	team,	it	is	critical	to	get	the	right	
people on board,	who	believe	in	your	school	and	district	
vision and are committed to the long term work and 
adaptive	change	that	is	required	in	our	schools	today.	This	
process	of	hiring	new	team	members	typically	requires	a	
substantial	shift	in	thinking	from	analyzing	the	activities	
included	in	the	job	description	(what	a	person	does)	to	
identifying	the	major	job	results	(what	the	new	hire	will	be	
expected	to	deliver)	when	it	comes	to	adaptive	leadership.	
This	process	can	be	followed	whenever	you	are	looking	
to	hire	a	new	candidate.	Creating	a	district	procedure	to	
ensure	that	all	hiring	committees	follow	this	practice	will	
ensure	that	your	theory	of	action	is	driving	decisions.

The	steps	below	can	be	adapted	but	provide	a	great	
foundation	for	thinking	about	how	to	recruit	and	hire	
someone who is aligned with the direction the district is 
going	and	someone	who	can	get	colleagues	on	board	to	
make	changes	that	will	be	critical	for	the	success	of	the	
district.	

All	interview	committee	members	review	the	job	
description	for	the	vacant	position	as	well	as	the	district	
theory	of	action	or	district	strategy.

1.	 All	committee	members	consider	the	following	
question:	If	this	person	does	all	the	activities	in	
the	job	description,	and	is	working	toward	the	
district vision, what are we expecting this person to 
accomplish and deliver?

2.	 Each	committee	member	writes	each	individual	
expectation	on	a	post-it	and	the	facilitator	

Get started by watching the 
module video

https://www.youtube.com/watch?v=KRKsimtJMHg&feature=youtu.be
https://www.youtube.com/watch?v=KRKsimtJMHg&feature=youtu.be
https://www.youtube.com/watch?v=KRKsimtJMHg&feature=youtu.be
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thematically	codes	results.	These	expectations	will	include	the	knowledge,	skills,	
and	behavioral	characteristics	(KSBCs)	that	would	be	necessary	for	the	candidate	to	
successfully	achieve	the	job	results	and	drive	adaptive	change.

 » Knowledge: formalized	training,	education	or	prior	job	experience	that	you	feel	
is	necessary	in	order	for	the	candidate	to	be	successful	(i.e,	degree	in	special	
education	required,	strong	background	in	anti-racist	practices)

 » Skills:	what	proficiencies	would	the	candidate	need	to	be	successful?	For	example,	
the	candidate	could	have	the	appropriate	license	and	education,	but	is	he/she	an	
effective	communicator?	(i.e,	responds	to	conflict	and	feedback	effectively,	has	
experience	working	with	diverse	families,	has	evidence	of	driving	achievement	at	a	
previous	school	or	district)

3.	 After	identifying	4-6	KSBCs,	participants	will	collaborate	in	groups	of	3-4	to	prioritize	their	
lists	using	the	following	coding.	At	this	point,	each	group	may	have	15+	KSBCs.

 » Priority level 1	means	that	they	must	bring	to	the	job	on	the	first	day.

 » Priority level 2	means	they	can	develop	it	on	the	job	and	the	organization	has	the	
time	and	resources	to	accomplish	this.

 » Priority level 3	means	it	is	preferred	but	not	necessary.

4.	 Each	group	then	identifies	all	KSBCs	that	are	priority	level	1	on	a	piece	of	chart	paper	and	
shares	with	the	other	groups.	Continue	to	have	discussions	until	you	have	identified	8-10	
critical	KSBCs.	You	may	want	to	use	the	Nominal	Group	Collaboration	Technique,	outlined	
in	Module	2	to	help	build	consensus.	

5.	 Drafts	interview	questions	that	would	help	the	committee	to	determine	if	the	candidate	
meets	the	requirements.	These	KSBCs	will	then	be	entered	into	the	Candidate	Review	Form	
by	the	facilitator	(see	sample	below).	These	KSBCs	will	be	used	as	criteria	for	reviewing	the	
resumes	and	also	to	determine	the	quality	of	the	answers	during	the	interview	process.	

6.	 During	the	interview,	questions	are	aligned	to	KSBCs.	The	quality	of	answers	will	determine	
whether	screening	committee	members	score	the	answer	as	a:

 » 2	-	candidate	clearly	possesses.	strong	evidence/answer.

 » 1	-	candidate	may	have	the	skill	-	moderate	evidence/answer.

 » 0	-	candidate	likely	does	not	have	the	skill	-	evidence/answer.

SAMPLE	CANDIDATE	REVIEW	FORM
Example: Special education director

Name:	Jane	Doe

KSBS Interview	question Rating

Advocate	for	
inclusion

In	your	experience,	what	are	the	challenges	faced	by	
students	with	moderate	to	significant	disabilities	in	general	
education	classrooms?	What	strategies	have	you	used	to	
address	these	challenges	to	optimize	inclusion,	and	how	
successful	were	those	strategies?

Note: Take 
into account 
resume, letters of 
recommendation, and 
answers to interview 
questions.Skilled	at	managing	

special	education	
costs

In	your	experience	and	opinion,	what	are	the	biggest	
drivers	of	special	education	costs	and	what	would	you	do	to	
address them?
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