
ABBREVIATED PROTOCOLS 

These abbreviated protocols are intended to assist facilitators in their planning and 
implementation. The short versions are designed to be used after reading the full protocol 
description in the book. They are not designed as stand-alone guides, nor do they contain all the 
information necessary to successfully conduct a session. We offer no variations here, nor do we 
fully describe the process. Duplicating these and distributing them as presented here, to colleagues 
who are inexperienced, is unwise.  

In most cases we anticipate that facilitators will download these protocols onto their computers 
and edit them, adding their own notes, time frames, steps, questions, and so forth. We encourage 
customizing to suit the facilitator’s and the group’s needs. 

BRIEF PROTOCOLS 

POSTCARDS 

Black-and-white art cards used as an opener. Participants each pick an individual card and, 
in turn, explain why it represents their work, how it represents their apprehensions about this 
conference, how it represents their feelings about mathematics, and so forth. 

REFLECTION ON A WORD  

Each person first writes and then shares in a Go-Round his or her take on a word or a term. 
There is no dialogue, nor is there any discussion. A variation can be to put these on chart paper 
and post for a “gallery walk.” 

PAIR-SHARE  

“Talk with the person next to you for 3 minutes about_________. Then we will share 
anything surprising/interesting that has come up.” A variation is a Dyad in which each person 
has exactly 2 (or 3 or 4) minutes to talk on the topic while the other person listens. Time is kept by 
the facilitator. 

CLEARING  

Beginning a meeting with time to clear any thoughts that are on people’s minds. Rules 
include: nothing is irrelevant; only speak twice if everyone else has already spoken; no dialogue; 
silence is okay. 

These Protocols accompany “The Power of Protocols” (Teachers College Press: 2007). For more information or to order, 
please visit: http://store.tcpress.com/0807747696.shtml



ALL-PURPOSE GO-ROUND  

Used to open and close, and whenever there is a need to defuse, broaden participation, or deal 
with an issue. Rules are generally inferred—no interruptions or responses, just go around in turn 
with the option of passing. There is usually a time limit. 

LONGER PROTOCOLS 

FEARS AND HOPES 

Purpose   

To acknowledge the fears and hopes that participants bring to a meeting and by doing so to 
build a sense of shared expectations. 

Details   

Time: 5 to 20 minutes. Size of group: up to 25. 
Supplies include writing materials for individuals, chart paper, markers. 

Steps  

1. Introduction. Write briefly your greatest fear/your greatest hope. 
2. Pair-share. Share with a partner, if time. 
3. Listing. Facilitator charts fears and hopes. 
4. Debriefing. Did you notice anything surprising? What was your reaction to expressing 

negative thoughts? Would you use this activity? 

PROTOCOL FOR SETTING NORMS 

Purpose   

Not only to establish expectations for behavior but also to give “permission” for risk-taking 
and full participation. 

Details   

This can take 10 minutes or an hour, depending on how deeply the facilitator and the group 
want to go. Supplies. Chart paper and markers. 

Steps  

1. Brainstorming. All ideas are listed; facilitator can add own. Allow silence at the 
beginning. 

2. Discussion. Acknowledging that this is only a brainstormed list, the facilitator invites 
discussion/questions. 



3. Synthesis. The facilitator helps form norms where there may be some disagreement—
“Can we agree to use judgment about use of cell phones?” 

4. Consensus. The group agrees to use these norms and revisit them regularly. They also 
agree that it is a working list and can be revised at any time. 

DIVERSITY ROUNDS 

Purpose  

To acknowledge the various ways in which we are diverse and explore the implications for 
our work.  

Detail  

Best in a group of at least 20 people—can be up to 200. If groupings become overly large, they 
can be divided into smaller groups for discussion purposes.  

Steps  

1. Introduction. Part of the explanation is that the directions will be “vague” and that it 
will be up to the group to define for themselves which subgroup they will go to.  

2. Grouping. The facilitator chooses categories, generally going from lesser to greater levels of 
sensitivity. Categories should fit the group’s purpose. Once the group has formed, they have a brief 
discussion about the impact of this particular identity on their work. Examples: Where you are 
from; the kind of high school you went to; birth order; the kind of student of mathematics you are; 
your gender; your ethnicity. 

3. Reporting. After members of each grouping have talked among themselves, they report 
out. 

4. Regrouping. The facilitator announces a new category. Groups reform and have the same 
discussion about impact of this new identifier. 3 to 5 rounds. 

5. Debriefing. Participants discuss feelings that emerged during the activity, along with any 
insights about the meaning and impact of diversity and its effects on professional experience. 

MARVIN’S MODEL 

Purpose  

To facilitate rapid communication about a topic at hand; to get to many points of view in a 
short time.  

Steps  

1. Introduction. Form groups of 5 to 7 and instruct groups that they will be answering a 
series of prompts and should answer in turn, with each person taking only 30 seconds. Groups 
should gauge their own time. 

2. Questions. These can range from course-specific queries to ones that serve to debrief an 
experience. Give the group a minute to think before beginning. “What do you think of when you 
think of women’s studies?” “What is one thing that the book made you think about differently?” 



3. Debriefing. First in groups, and then, if time, in the large group. Discuss 
implications/learnings from this first exploration of topic for the longer-term work of the group. 

FINAL WORD 

Purpose  

To expand the interpretation of one or more texts by encouraging the emergence of a variety of 
interests, viewpoints, and voices. 

Details  

Unlimited number of groups of 3 to 5. Participants highlight passages that have special 
meaning for them. Copies of text have been distributed before or during meeting. Thirty to 60 
minutes depending on group size and time available. 

Steps  

1. Introduction and selection. Facilitator explains all steps briefly. Text is read in advance 
if possible—time for review given in any case. Participants (as individuals) identify passages that 
have meaning for them. 

2. Arrangement. Tight circles of 3 to 5 members are formed. The order of presentation for 
participants is established and a timekeeper is identified. 

3. Presentation. First participant shares the selected passage and explains why it is 
meaningful. (2–3 minutes) 

4. Reflecting back. Each listener in turn has 1 minute to reflect back on what they 
understand the presenter to have said about the passage and its personal significance. 

5. Final word. First round ends with 1 minute for presenter to reflect on what has been said 
by others. 

6. Round repeats. Each participant has a turn to start a new round as described in previous 
steps. 

7. Written reflection. Following the completion of all rounds, participants write for 5 
minutes and then share in a Go-Round (time permitting). Reflection prompts can include things 
learned from rounds, challenges and advantages of protocol, applications. 

JIGSAW PROTOCOL 

Purpose  

To allow participants to learn from a greater amount of text than time permits everyone to 
read or view. 

Details 

Any size group can participate. Copies of texts are distributed.  They should be parts of the 
same whole (chapters of a book or separate articles on same topic) and can be verbal, visual or a 
mix of media.  Chart paper, markers, smaller post-it notes, and pens are needed.  



Steps  

1. Introductions and grouping. Facilitator creates the groups, assigns the texts. 
2. Reading and individual highlighting. Participants read the text for their group and 

highlight the points that interest them as individual readers and that they think others should 
attend to. 

3. Discussion and group highlighting. Each group has a discussion and constructs a list of 
key points for posting and sharing with others. 

4. Gallery walk. Groups move as individuals or as a group depending on logistics of time 
and space.  Participants create and attach post-its to what they see in the gallery walk: with 
questions, affirmations, comments, examples. 

5. Revisit and response. Participants return to their initial group to review and discuss 
comments posted on their chart by others.  A spokesperson for each group shares reactions. 

6. General discussion and debriefing. Participants share general comments about the topic 
of discussion and/or the process. 

LEARNING FROM SPEAKERS 

Purpose  

To structure the experience (for speaker and learner) of the invited speaker format so that 
learning is maximized. 

Details  

Explain structure to speaker in advance. Length of presentation agreed upon in advance. 
Group size 15 to 100. Thirty minutes or more. 

Steps   

1. Introduction.  Explain the format to the group. 
2. Speech. The invited speaker makes presentation. 
3. Five-minute warning. Given by facilitator to speaker 5 minutes before agreed-upon 

ending time. 
4. Huddling. Small groups form to explore questions and select their top questions. 
5. Top questions. Speaker records questions but does not answer them until all questions are 

raised. 
6. Answering. Speaker responds, attempting to construct responses that address all questions. 
7. Sharing. If time allows, floor is open to additional questions and/or reflections to be shared 

with the speaker. 

PANEL PROTOCOL 

Purpose   

To structure the experience (for panel and learner), so that interaction with experts is 
meaningful. 



Details   

Lasts 2 to 2½ hours. Any size group broken into smaller groups of 4 to 10. Panel members 
design case study(s) in advance. 

Steps  

1. Introduction. The facilitator explains process. Panel members introduce themselves and 
give brief overview of their areas of expertise. 

2. Case reading. Each group gets a case to read and is encouraged to make notes. 
3. Case interpretation. Groups discuss the case and prepare a 2- to 3-minute presentation in 

response to: What is this a case of? What are the action steps we recommend to solve the problem 
in it? What are our points of consensus/divergence with respect to these action steps? 

4. Expert consultation. Groups may call over experts to answer specific questions. 
5. Presentations. Small groups present. 
6. Expert reactions. Each expert has time to respond to the presentations, highlighting 

strengths, weaknesses, overlooked issues, principles for decision making, and so forth. 
7. Questions and comments. Participants have opportunity to question each expert. 

PROVOCATIVE PROMPTS 

Purpose   

To infuse a conversation about a particular topic with a quick and contrasting set of 
viewpoints on it—viewpoints that participants in a learning group can use to help elicit, shape, 
and reexamine their own perspectives and attitudes.  

Details   

Facilitator selects quotations (provocative prompts) in advance. Copies of quotes with sources 
are ready for distribution. Reaction to quotes is followed by group discussion. Depending on 
format used of four described below, may need Post-Its, chart paper, container for random 
drawing of quotations. 

Protocols 

1. The facilitator distributes quotes. Each group member chooses one quotation and shares in 
a Go-Round why he or she chose it. (3–5 minutes each) 

2. The facilitator distributes quotes. Each group member chooses a quotation that provokes 
him or her to think differently about the topic at hand, and writes a brief account of the difference. 
Partners are formed, and each has a turn to share thoughts while the other listens and reflects 
back what was heard. This can be done with several changes of partners. Each group member 
reads his or her quotation and responds on the spot. 

3. The facilitator distributes quotes randomly, each written on a slip of paper. 
4. Facilitator writes quotations on chart paper and posts sheets around the room. Participants 

use Post-It notes to respond with questions and comments as they choose. 



STUFF AND VISION PROTOCOL 

Purpose  

  To help co-planning teachers integrate “stuff” that  interests them with a vision to which they 
are collectively accountable. 

Details 

       Up to 10 educators can effectively participate.  Facilitation may be rotated if the team meets 
on a regular basis. 

Steps  

 1. Introductions. The facilitator reviews the steps of the protocol before proceeding. 
 2. Vision input. A presenter presents a “vision” to the group of colleagues, based on a 
familiar document (state standards, grade level goals, etc.). 
 3. Vision go-round. Each participant shares a response to the prompt, “What do I think 
about when I think about this vision?” 
 4.  Stuff input. The presenter shares some teaching “stuff” that might be part of a 
particular lesson or unit plan compatible with the vision. 
 5. Questions. Participants ask open-ended questions intended to help the presenter clarify 
the appeal of the “stuff  and its connection to the vision.  Presenter is silent and takes notes. 
 6. Response.  Presenter responds to questions posed by participants. 
 7. Designing on the spot.  In a go-round—without passing, repeating or responding to 
another—each participant shares an emergent design idea.  Presenter speaks last. 
 8. Open conversation.  
 9. Reflection.  Presenter shares thoughts about next steps, or invites further input, or 
invites colleagues to observe or participate in implementation. 

MARS/VENUS PROTOCOL 

Purpose  

To help people learn from contrasting points of view, represented in two different texts.. 

Details  

One hour long. Participants have read one full text in advance. Facilitator preselects 4 or 5 
substantial quotes from each of the contrasting texts. Any size group broken into subgroups of 4 
(homogeneous with regard to the full text read). 

Steps 

1. Introduction. Facilitator explains process and provides a prompt similarly worded to this 
one: "Based on your reading of your assigned text, how do you think the author would respond to 
each of these quotes? Would the two agree or disagree? What underlying beliefs of your author 
does each quotation either tap or challenge?" 



2. Reading. Members get quotations from the "other" text and read them silently with the 
prompt in mind. 

3. Facilitation and discussion. Group members take turns leading a brief discussion of 
reactions to each quotation. 

4. Summarizing. Each group prepares a brief summary of their discussion. 
5. Open conversation. Groups report the highlights of their summaries, and others react or 

ask clarifying questions. 
6. Reflection. Group shares thoughts regarding the value and challenges of the activity. 

RICH TEXT PROTOCOL 

Purpose  

To deal with a text that is particularly dense or ambiguous in meaning, complex in discourse, 
or complicated in structure. 

Details  

Groups of 5 to 15. Takes approximately 1 hour. Best with short, demanding text — can be 
photo/poem/video, and so forth. Facilitator must be very familiar with text. Chart paper and 
markers are needed. 

Steps 

1. Introduction. The facilitator explains the process, previewing the steps. 
2. Reading and noticing. Participants review text and notice elements that interest, puzzle, 

or surprise them—they take notes. 
3. Sharing. Each participant shares one to three elements they noticed. All are listed on chart 

paper. 
4. Checking. Facilitator asks the group if there is anything on the list that needs verification 

before moving on. Notes regarding verification are made on chart paper. 
5. Interpreting.  Facilitator helps groups select two or three items to interpret. Use a Go-

Round for each point selected. Interpretations are noted on chart paper. 
6. Identifying a perspective.  Participants select one idea from the text under study and 

write about it, based on a particular perspective or theory that they bring to it.  The facilitator 
should define this theory or perspective as “some overarching idea." 

7. Pair-share.  Participants share writing in pairs. 
8. Final Go-Round.  Participants say one thing about the whole text. 
9. Reflection. Feedback on the use of the protocol. 

DESCRIPTIVE CONSULTANCY 

Purpose  

To help  someone think through a problem through framing and reframing the issue.  



Details  

About 40 minutes. Group of 10 to 12 or small groups of 3 to 5. 

Steps 

1. Problem presentation. Presenting group member describes the problem, laying out its 
different dimensions, and including attempts to address it. Others are silent. 

2. Clarifying questions. Other members of the group (consultants) ask questions to get 
needed information.  

3. Reflecting back. Group members share their perceptions of the problem, trying to gain a 
shared understanding. Presenter is silent. They begin with "What I heard you say was . . . .”  

4. Responding. Presenter briefly responds to the consultants’ expressed understanding of the 
problem, and provides further clarification of the problem if needed. Consultants are silent. 

5. Brainstorming. Consultants brainstorm possible solutions or next steps. Presenter is silent. 
6. Response. Presenter talks about his or her current thinking after listening to what has 

been said to this point. Consultants are silent. 
7. Debriefing. "How did it feel to be the presenter? How did it feel to be the consultant?" 

Also, “Besides the presenter, who else gained something from this consultation?” 

ISSAQUAH COACHING PROTOCOL 

Purpose  

To develop good coaching habits. 

Details  

About 50 minutes. Group size 10–15.  

Steps  

1. Presentation. A participant presents an authentic, unresolved problem. 
2. Clarifying questions. Other group members (called consultants) get needed information.  
3. Active listening/reflecting back. Each consultant briefly restates the problem in 

consulting terms—no interpretation or speculation. Presenter waits to speak. 
4. Check-in. Presenter responds to: “Quickly, are we hearing you correctly? If not, what 

would you change/add?”  
5. Interpretive listening/reflecting back. Consultants, in turn, finish the sentence: “What 

I think is going on in this problem is . . . .”  
6. Check-in again. Presenter responds to: "How does our thinking sound to you? Does it 

make sense?"  
7. Probing questions. Consultants pose questions designed to help the presenter think more 

deeply about the problem. No immediate response to questions — presenter is silent. 
8. Response. Presenter reacts to the questions, not necessarily answering them. “Has your 

thinking changed about the problem? What are your current thoughts on the issue?” 
9. Suggestions. If presenter agrees that suggestions are desired, consultants may offer some 

suggestions. Presenter is silent. 
10. Response. Presenter responds with thoughts about next steps. 



11. Debriefing. Beginning with presenter, all respond to: “What was it like to go through 
these steps? Which kind of question was most useful/least useful?”  

CONSTRUCTIVIST LEARNING GROUPS PROTOCOL 

Purpose  

To help participants analyze the different facets of a problem, and move beyond familiar or 
predictable responses. 

Details   

Forty-five to 60 minutes. Groups of 5. Chart paper and markers are needed. 

Steps 

1. Introduction.  Participants introduce themselves and assign themselves a number from 1 
to 5. Facilitator explains that the groups will be asked a series of sub-questions related to the 
larger question (or problem, issue) at hand. They will be given 5 to 7 minutes to wrestle with each 
question, then one person will be called on (by number) to report his or her group’s answer.  

2. First sub-question. .  
3. Responses. The facilitator calls a number, and each of the participants with that number 

answer the subquestion, in turn. 
4. Second subquestion, and so on. Facilitator repeats steps 2 and 3 through all the 

subquestions, creating new subquestions on the spot as seems appropriate. 
5. Revisiting the larger question. Facilitator asks group to review what has been recorded 

and reflect on what has been learned concerning the larger question, problem, or issue. 

SUCCESS ANALYSIS PROTOCOL 

Purpose  

To engage colleagues in collaborative analysis of cases from practice in order to understand 
the circumstances and actions that make them successful ones, then to apply this understanding to 
future practice. 

Details  

Twelve to 30 participants in small groups of 3 to 6. Chart paper.  Note pads for participants. 1 
to 2 hours. 

Steps  

1. Preparing a case.  Participants prepare to describe one area where they are finding success 
or making progress in practice. May be done in advance. 

2. Sharing. In small groups, first person shares his or her case of successful practice. Others 
take notes.  



3. Analysis and discussion. Group reflects on the success. Participants offer insights into 
what specifically contributed to success. Presenter is encouraged to participate and can be prodded 
through questioning. 

4. Repeating the pattern. Repeat steps 2 and 3 for each member of the group. 
5. Compilation. Groups compile  a list of specific successful behaviors and underlying 

principles that seem characteristic of the cases presented.  
6. Reporting out. If there are multiple small groups, the groups report.  
7. Discussion. Surprises, commonalities, underlying principles. 
8. Debriefing. Applications to other areas of our own work? Uses with students? 

TUNING PROTOCOL 

Purpose  

To provide direct and respectful feedback to presentations of ongoing practice. To tune the 
practice to larger and/or different perspectives or standards. 

Details  

Forty-five to 60 minutes. 6 to 12 people (or larger, with modifications). 

Steps 

1. Introduction. Goals and norms reviewed, steps explained. 
2. Presentation. Presenter shares the problem, or draft of a plan. Responders are silent. 
3. Response. Respondents share warm and cool reactions. Presenter is silent. 
4. Reaction. Presenter reacts to any responses he or she chooses to react to. Respondents are 

silent.  
5. Conversation. Open conversation. 
6. Debriefing. “How did it feel hearing warm and cool feedback?” “How did it feel not being 

able to respond to the feedback?” “How can you apply this protocol in your ordinary work?” 

NEW DESIGNS PROTOCOL 

Purpose  

To help reach consensus among teams working to design a solution to a commonly perceived 
organizational problem. 

Details  

Teams and Synthesizers appointed ahead of time.  All participants need advanced 
preparation. 

Steps 

1. Preparation.  Teams distribute packet describing their designs at least 24 hours in 
advance.  Participants come to the session familiar with the design proposals. 



2. Presentations. Teams present their design proposals, including a statement of the 
problem, a rationale for the approach, and an account of the design’s assets, challenges, and likely  
impact. (10 minutes per team) 

3. Clarifying questions. Focus on essential details needed to understand the design . (5 
minutes) 

4.  Warm feedback.  Focus on specific design strengths. Feedback is recorded.  (10 minutes) 
        5.  Cool feedback.  Focus on concerns regarding the design.  (10 minutes)  
        6.  Response to feedback.  Presenters respond to any feedback.  They may not comment on 
other teams’ designs during this step.  (10 minutes) 
        7.  Synthesizers convene/participants break.  Synthesizers discuss perceived points of 
emerging consensus, perceived areas of tension, and possible next steps. (20 minutes) 
        8.  Synthesizers report.  When participants return from break, synthesizers report their 
perceptions, and suggest next steps. (10 minutes) 
        9.  Questions and open discussion.  Everyone present gets to ask and answer questions.  
The facilitator reminds the group that the goal is to build consensus. 
       10.  New designing.  First of two post-protocol steps.  A delegated group creates a new 
design that attempts to incorporate the best and avoid the worst of the presented designs. 
       11.  Coming to consensus.  Group’s consensus-based new design is presented, and a new 
round of warm and cool feedback ensues.   
 

PEELING THE ONION 

Purpose  

To provide a structured way to develop appreciation for the complexity of a problem. 

Details 

Forty minutes. 10–12 people. 

Steps  

1. Sharing the problem or issue. Presenter shares a question that they would like help 
with. 

2. Clarifying questions. Participants elicit additional information. 
3. Active listening. Participants respond to: "I understand the question to be. . . ." The 

presenter is silent and takes notes. 
4. Peeling/probing. New Go-Round to pose additional questions raised by having heard the 

first round. 
5. Response. Presenter responds to: "Having heard these questions, please share any new 

thoughts about the problem you presented.”  
6. Open conversation.. 
7. Debriefing. “How was this like peeling an onion? Why did we do this activity? What 

other onions are there to peel in our work together?” 
 



SCHOOL VISIT PROTOCOL 

Purpose  

 To assist colleagues in learning from visits to one another’s work sites. 

Details 

 Three to 5 people (or more if is site is willing and group is subdivided.  School principal 
participates as chief host along with other staff.  One of the visitors is pre-assigned to act as 
facilitator of the protocol. 

Steps  

 1.  Introductions.  Participants introduce themselves.  Principal gives brief overview of the 
school and provides visitors with a focus for the visit related to a challenge faced by the school. 
 2.  Preparation for focus.  Facilitator leads participants in imagining the potential 
evidence related to the focus: “What might we see or hear?” 
 3.  Logistics for touring.  Facilitator and host principal explain the logistical arrangement 
for the tour of the school. 
 4.  Go-round: evidence.  Participants re-assemble.  Facilitator leads a go-round for people 
to share what they perceived to be evidence and/or missed opportunities relevant to the focus.  
Facilitator summarizes feedback. 
 5.  Go-round: theory.  Participants explain why they think they saw/heard what they 
did.  Facilitator summarizes. 
 6.  Go-round: advice.  Based on evidence and tentative theories, participants offer advice. 
   7.  Host’s response.  The host principal responds to what she or he has heard from the 
visitors.  Time permitting, brief open discussion follows. 
 8.  Debriefing.  Go-round in which each participant says what she or he has learned from 
the visit.   

FOUR FRAMES PROTOCOL 

Purpose  

 To engage colleagues in collaborative analysis of cases from practice. 

Details 

 Six to 12 participants meet for 90 minutes to examine and interpret a case that 
one of them has prepared.   Useful for groups in which participants agree to meet over 
time in order to deal with at least one case that every participant has contributed.  
Participants need to have learned Bolman & Deal’s four-frames analytical method in 
order to participate.  Chart paper should be available. 



Steps  

 1.  Reading Bolman & Deal’s book, Reframing Organizations.  This step provides the 
necessary background knowledge for participants to engage in this protocol. 
 2.  Discussing the book and practicing the framing and reframing. Facilitator uses a 
text-based protocol (see Chapter 3) and should present a simple scenario or two for practice. 
 3.  Case presentation. Previously identified participant presents case to the group without 
interruption.  This may include handouts or other visual aids. Participants take notes. 
 4.  Clarifying questions. Participants pose questions that they believe must be answered in 
order to enable analysis.  Presenter offers brief and direct answers. 
 5.  Structural round. Presenter takes notes on chart paper as participants say what they 
see in the case from the perspective of the structural frame. 
  6.  Human resources round. 
 7.  Political round. 
 8.  Symbolic round. 
 9.  Reinterpreting the case.  All participants including presenter privately list new 
insights based on analysis, along with one recommended intervention. 
 10.  Reporting out. Participants share what they wrote, ending with presenter. 
 11.  Debriefing and planning.  Facilitator leads final go-round in which participants 
comment on the process.  Group agrees on details for next case presentation.   

WHAT COMES UP 

Purpose  

To focus attention on teaching and learning in situations where time is tight. 

Details  

About 30 to 45 minutes. Six to 20 people seated in a circle. Two or three pieces of recent 
student work. 

Steps 

1. Presentation. First piece of student work is presented (read or posted or copies distributed) 
by facilitator. Participants review. 

2. Question. Facilitator prompts, “What comes up for you when you examine this piece of 
work?” Few moments think time. 

3. Round of response. Each responds to the question in turn. No repeats. Facilitator may 
opt for two rounds. 

4. Conversation. Open conversation.  
5. Repeat. If time allows, a second piece of work is used for a repeat of the process. 



COLLABORATIVE ASSESSMENT CONFERENCE 

Purpose  

To sharpen teachers’ perceptual skills by looking deeply at a single student’s work; to 
encourage a balance in perception; to help teachers see how they can act individually and 
collectively on what they learn in order to benefit their students. 

Details  

About 45 to 90 minutes. 5 to 30 people. Student work—one piece rich in detail or several 
pieces from the same student (e.g., a portfolio). Copies for participants or post around room. 

Steps 

1. Presenting. Teacher presents student’s work with minimal context. Participants examine 
the work, making notes. 

2. Describing. Group members describe what they see in the work. No judgments.  
3. Raising questions. “What questions does this work raise for you?”  Participants respond. 

Presenting teacher listens and makes notes, but does not respond. 
4. Speculating. “What do you think this student is working on?” Participants respond. 

Presenting teacher listens and makes notes, but does not respond. The facilitator presses for 
evidence. 

5. Responding. Presenting teacher responds as he or she chooses: to offer additional context; 
to share thoughts about the student work; to respond to any other questions regarding the student, 
the context, the assignment, and so forth.  

6. Reflecting and discussing. Open discussion for reflection on the experience. Participants 
may share what they found particularly helpful or difficult while participating in the activity, or 
ideas about use of the protocol in their own work with colleagues and/or students.  

 
 

STANDARDS IN PRACTICE 

Purpose  

 To increase the rigor of teachers’ assignments over time by aligning them with standards, 
and pressing toward increased student learning. Works not just with teacher-designed 
assignments but with assignments derived from any source: textbooks, school or district curricula, 
etc.   
 

Details  

 Teams of 6 to 8 teachers meet for at least one class period a week - preferably 90 minutes.  At 
the elementary level, teams may be vertical (teachers from grades 1 through 6, for example) or 
horizontal (all those who teach grade 4, for example).  At the secondary level, teams may be 



organized by subject matter (mathematics, for example) or by teachers who all see the same 
students.  Chart paper needed. 

 

Steps 

1.  Introduction of the assignment.  One teacher on the team brings copies of an 
assignment for each member of the team, and offers whatever contextual information may be 
useful – for example, when the assignment was given, and whether it was an in-class or 
homework assignment. The team examines the assignment in order to consider content and context  
  2.  Assessment of learning goals.  Team members list what they take to be the required 
skills and knowledge needed to complete the assignment successfully.  Facilitator keeps track of 
listed items on chart paper. 
  3. Identification of applicable standards.  Team identifies standards that apply to this 
assignment – for example, school, district, or state.  If team has difficulty matching the assignment 
with at least one content standard and at least one organizational writing standard, than it skips 
to step 6. 
 4. Development of a rough scoring guide.  Using a scale from 1-4 (“fails to meet 
standard” through “exceeds standard”), team generates a rough diagnostic rubric or scoring guide 
for the assignment based on the applicable standards.   
 5.  Assessment of student work.  Using the rubric/scoring guide, each team member 
scores the student work individually. Then the team shares scores.  In the sharing they discuss 
discrepancies and try to reconcile them.   
 6.  Using student work to plan assignment improvements.  Participants look closely 
at the student work that resulted from the assignment, and identify gaps in student learning or 
impediments to student learning that may result from the assignment design.   

 
 

ANALYSIS OF STUDENT WORK PROTOCOL 

Purpose  

 To shift a teacher’s focus from instructional moves and student behaviors to analysis of 
learning outcomes and the development of differentiation strategies.   
 
Details  
 
 Protocol has two stages, each lasting an hour.  The first involves a presenting teacher and 
one or two colleagues serving in the role of mentor or critical friend.  The second involves the 
presenting teacher, a facilitator, and a larger group of participants.  Chart paper and markers are 
needed for recording ideas.  A graphic organizer, prepared ahead of time, is useful for organizing 
and note-taking.  For stage 2, copies of work samples are needed. 
 
 



Steps 
 
Stage 1: 
 
 1. Assignment and expectations. Presenting teacher describes the assignment which 
resulted in the student work to be  presented, then describes his or her expectations in terms of 
qualities that would be present in the work if the work were fully up to standard.  The presenter 
may refer to a district or teacher-developed rubric.  The facilitator records the expected qualities on 
chart paper. 
 2. Reactions and adjustments.  In this optional step, participants including the presenter 
react to the list of expected qualities, and adjust for clarity, specificity, and relation to standards or 
rubrics with which they are familiar.   
 3.Assessment of work samples.  Participants including the presenter assess each piece of 
student according to the degree to which it meets the standard: far below standard, approaching 
standard, meeting standard, or exceeding standard.  Using a graphic organizer, the facilitator 
records the first names of the students in the appropriate category.    
 4. Pattern analysis. Participants look for patterns related to gender, first language, 
cultural background, disability, or program affiliation of the students, plus any other factors that 
seem relevant.  These “pattern hunches” are charted for reference during Stage 2. 
 5. Selection of a representative student from each category. Presenting teacher 
selects a student work sample from each category for further analysis and discussion.  These are 
the work samples that move to Stage 2.  
  
Stage 2: 
 
 6. Introduction.  The facilitator from Stage 1 briefly describes the steps accomplished in 
that stage – noting the origin and size of the original sample, the qualities of work that the 
participants associated with meeting standard, and the pattern hunches they made.  The 
presenting teacher adds any additional details that he or she wishes.  
 7. Description of student performances across categories. Starting with the work 
sample that meets the standard, participants generate a concise list of descriptors relative to the 
standard.  Facilitator charts the descriptors.  
 8. Clarification of student learning needs.  Participants infer what each student needs 
to know or be able to do in order to progress to a higher level of understanding or performance.   
 9. Discussion of differentiation strategies. Facilitator invites participants to discuss 
and suggest teaching strategies that might help each of the four students advance in the quality of 
their work.  Facilitator reminds participants of the pattern hunches identified earlier, and asks 
how any of the strategies suggested might beneficially interrupt patterns.   
 10. Closure and debriefing.  The facilitator asks the presenting teacher to make any 
final comments regarding the process, and asks all participants to comment on the protocol itself, 
including any ways in which it has provided insight into concerns related to their own students’ 
performance.   
 



MINNESOTA SLICE 

Purpose  

To help answer a question raised by a school, school district, college, or other educational 
program.  

Details  

Takes one-half to 1 full day. Significant preparation time. Work collected over a 24- to 36-
hour period. Parent permission when appropriate.  Space to display material collected. 

Steps 

1. Preparations. Work collected following guidelines and displayed appropriately. 
2. Introductions. Introductions and review of guiding question. An overview of the slice is 

given.  How representative is it? What were the parameters for the collection — for example, does 
it include photos and xeroxed copies of notes and jottings?  

3. Norm-setting. Facilitator suggests norms for the reading time regarding note taking, 
discussion, and so forth. 

4. Reading. Participants read through the slice and review all material, moving around as 
needed.  

5. Seminar. Discuss in seminar format—about 1 hour. 
6. Reflection on the question. Brief period for written reflection, followed by sharing. 
7. Reflection on the process. Participants reflect on the protocol. 

SHADOW PROTOCOL 

Purpose 

To situate a student’s work within the context of his or her own complex work life, and thus 
to understand the student better and teach him or her more effectively.  

Details 

Student, parent (when appropriate), and all teachers involved must agree to process. 
Shadower must be a skillful observer and recorder, and capable of withholding his or her own 
interpretations of the findings.  Shadower and facilitator stay in close communication.  

Steps 

1. Shadowing. The shadower spends an entire school day with the student, noting the most 
salient intellectual tasks that the student faces (within and outside the formal curriculum).  

2. Preparation for presentation. The shadower selects four to six representative tasks, 
prepares a brief description and collects an artifact relating to the student’s performance on each 
task. 

3. Introduction. The facilitator presents the rationale for the protocol and introduces the 
shadower.  



4. Presentation. The shadower presents an account of the student’s day in terms of several 
tasks and the performances that resulted. 

5. Questions. Participants ask questions, and the shadower responds, though in a way that 
minimizes inference and interpretation. 

6. Private speculation. Each participant writes several speculations concerning the student’s 
intellectual strengths. 

7. Sharing. Participants read in turn what they have written, without commentary or 
questions from others. 

8. Open conversation. Participants discuss the entire set of speculations, highlighting 
common threads as well as “out-of-the-box” insights. 

9. Planning. Participants brainstorm teaching strategies that build on their perceptions of the 
student’s strengths.  

ESP (EMPIRE STATE PARTNERSHIPS) PROTOCOL 

Purpose  

To stimulate teachers’ perceptions of qualities of thinking and feeling in their students’ work 
and to connect these perceived qualities with standards. To engage in collaborative reflection and 
get feedback from other teams. 

Details  

Participating teams select a sample of student work that raises an issue or set of questions of 
deep concern to the team’s work. Teams prepare exhibits that are respectful of the students and the 
media in which they work.  

Steps 

1. Introduction. Participants introduce themselves and offer brief overviews of their projects. 
2. Presentation. Teams observe the work of one of the teams.  The presenting team provides 

no context. Observers infer what students are addressing and accomplishing in the work exhibited. 
3. Observers’ discussion. Observers discuss their perceptions beginning with descriptive, 

nonjudgmental assessments of what the work seems to address, and then to build toward 
interpretations of what the work accomplishes. Presenters are silent. 

4. Presenters’ discussion. Presenters discuss the issues or questions that provoked them to 
exhibit this particular collection of student work, acknowledging the ways in which the observers’ 
discussion has affected them. 

5. Context and standards. The presenters distribute a short written account of any 
contextual details they wish to share, along with the standards and performance indicators that 
guided the teaching related to the exhibit. 

6. Observers’ response. Observers respond, addressing questions of fit and misfit between 
the standards and the student work. Presenters are silent.  

7. Open conversation. All participate freely. 
8. Reflection. Presenters share what they learned from the process and how, if at all, it may 

benefit their team. 



EQUITY PROTOCOL 

Purpose  

To look at student and teacher work in order to understand its relation to promoting equity. 

Details  

A presenter brings work for feedback. Nine to 12 participants. 

Steps 

1. Presentation. Teacher presents the assignment, describing context and his or her 
expectations concerning the student work it would produce. 

2. Go-Rounds. One question per round. Possible questions:  
 

• What do you see that would be engaging to many different students? 
• What do you see that would meet more than one learning modality? 
• What do you see that would support/hinder students with special needs? 
• What do you see that would support/hinder English Language Learners? 
• What do you see that could be considered bias in the language used in the 

assignment? 
• What do you wonder about? 
 

3. Student work. The presenter distributes student work samples that resulted from this 
assignment. Participants review the work.  

4. Final Go-Round. Participants reflect on the relationship between the questions raised 
earlier and the student work reviewed.  

5. Reflection. The presenter reflects on all that he or she has heard, and comments on any 
new insights or opportunities that have arisen. (5 minutes) 

6. Open conversation. “What do we think we have learned from this?” 
 

 


