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Agenda –Day 1
1. Welcome and Getting Connected
-The Right Work of a PLC
-Developing Our Road Map
2. Your Current Reality—The Foundation
-Creating a Compelling Reason to Change
-Develop a Strong Leadership Team
-The Coaching Role
-Build the Right Culture
-Four Types of Schools
-Mission, Vision, Collective Commitments
-SMAR Goals
3. Coaching High Performing Collaborative Teams
-Healthy and Productive Teams—responding to the needs
-Norms, Agendas, Protocols

2

(c) Jakicic, 2019

What We Know
•All teams aren’t in the same place in their work.
•All teams don’t need the same thing from their coach/leader.
•Experience levels of members, turnover, and even personality can influence
how teams move forward.
•Strong leaders/coaches consider the context of the district, school, and
team.
Three Big Ideas
1.Focus on Learning
2.Collaborative teams
3.Results Orientation
What is a Professional Learning Community?--An ongoing process in which
educators work collaboratively in recurring cycles of collective inquiry and
action research to achieve better results for the students they serve.
Professional Learning Communities operate under the assumption that the
key to improved learning for students in continuous job-embedded learning
for educators.
What is the right work?

Team #1
In Happy Middle School the principal has asked each of the teachers to
choose from 5 different books on Professional Learning Communities. She
encourages them to choose the book that they are most interested in. These
book groups will meet once a week to discuss what the participants are
learning and to consider how they can apply their new learning in their
classrooms and with their collaborative teams.
o Right Work
o What’s Missing?
Team #2
As a part of their SMART goal, the Algebra team in Hopeful High School is
studying how to make stronger connections to the math processes of
problem solving, language and communication, and reasoning (justification
and proof) in their classes. For each unit, they study the standards being
taught and determine which of the math processes should be emphasized in
the lessons in this unit. While the team members are excited about how
they’ve changed their instruction to emphasize the processes, they have
been struggling with how to assess students in both the content they are
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teaching and the math processes in a short common formative assessment.
They have agreed to look for questions on-line at their next meeting to see if
they can find samples of good items that will help them over this hurdle.
o Right Work
o What’s Missing?
Team #3
The school intervention team meets to discuss Sam Smith’s needs. The team
includes the principal, the general education teachers who work with Sam, a
special education teacher, a speech/language therapist, a reading teacher
and a school psychologist. The classroom teachers are concerned about
Sam’s behavior when assigned reading tasks. He either acts out or refuses to
engage in the activity. The principal decides to keep track of the number of
detentions and referrals. The special education teacher offers to loan some
materials to the general education teachers. The speech/language therapist
doesn’t see a concern in speech or language. The reading teacher is willing
to add Sam to a reading support group, so the psychologist writes an
intervention plan for direct service from the reading teacher. The team will
reconvene in 6 weeks to assess Sam’s progress.
o Right Work
o What’s missing?
Team #4
The kindergarten team at We’ve Always Done It This Way Elementary School
assesses students on letter sound recognition and numbers every three
weeks. Because these assessments take so much time, they rarely finish their
assessments at the same time so each teacher plans his/her response based
on the results from his/her students. They believe it’s a common assessment
because they use the same assessment protocol.
o Right Work
o What’s Missing?
Team #5
The Biology Team at We Care High School is working on writing Common
Formative Assessments for their essential standards. In the past, they’ve
always used multiple choice questions because these are the types of
questions students most often see on high stakes tests. This past summer they
attended some training specifically around the use of Common Formative
Assessment data and learned that constructed response questions often
provide better insight into student misunderstandings or misconceptions.
They’ve agreed to try this idea out to see if it positively impacts their work.
o Right Work
o What’s Missing?
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Consider Your Culture
•Many teachers have a hard time changing their beliefs about student
learning.
•They want all students to be successful, but don’t really believe students can
overcome all of the issues that impact them outside school.
•They are willing to do whatever it takes, as long as it fits into their
understanding about what schools should look like.
We’re OK…They’re NOT OK!
•According to a MetLife survey of teachers in the US, 84% of teachers are
“very confident that I have the knowledge and skills to enable all of my
students to succeed academically.”
•According to the same survey, only 36 percent of teachers believe that all
of their students have the ability to succeed academically.
Markow & Peters, The MetLife Survey of the American School
Teacher: Collaboarting for Success, 2010

Understanding the Compelling Research
Factor Affecting Student Learning

Standard
Deviation

High quality teacher in the classroom
Parent Involvement
Home environment
Socio-economic status
Formative Assessment
Response to Intervention
Student Involvement in Assessment
Collective Teacher Efficacy

.40
.49
.52
.52
.90
1.07
1.44
1.57

Collective Teacher Efficacy
The collective self-perceptions that teachers in a given school make an
educational difference to their students over and above the educational
impact of their homes and communities.
5
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Why Should We Commit To Learning for ALL?
We must prepare students for their future, not our past.
• In 1970, only 28% of jobs required postsecondary education.
• By 2015, 67% of all jobs will require postsecondary education.
• In 1970, 74 % of the middle class was high school graduates and dropouts.
• In 2007, only 23% of the middle class were high school graduates, and only 8% were
dropouts.
• In the same period, the percent of middle class Americans with college degrees increased
from 26% to 69%.
(Carnevale, Smith, & Strol, 2010

Those who have not learned how to learn will be left behind.
• High school graduates and dropouts will find themselves largely left behind in the
American economy.
•Postsecondary education and training is no longer just the preferred pathway to the middle
and upper classes—it is the only pathway.
• In the 20th Century, illiterates were those who could not read.
• In the 21st Century, illiterate will be those who have not learned how to learn or have not
continued their learning beyond the K-12 system.
(Carnevale, Smith, & Strol, 2010

Access to the American Dream as the land of opportunity and social
mobility.
• A child born in the bottom 20% of family incomes is ten times more likely to stay there than
a child in the top 20% is of falling to the bottom 20%. (Greenstone et al., 2013).
• A child born in the top 20% is five times more likely to stay there than a child in the lower
20% is to rise to the top 20%. (Greenstone et al., 2013.)
• Education is the most powerful tool for helping students of poverty rise (Greenstone et al.,
2013).
•Over 80% of children in the top 20% earn a bachelor’s degree (Greenstone et al., 2013).
•A child born to a high school dropout has a one in seventeen chance of earning a
bachelor’s degree (Esdall, 2012).
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We are falling behind the rest of the world.
• The educational system that served our nation well in the 20th Century is not serving us well
in the 21st Century.
• The U.S. dropped from first in the world in percentage of high school graduates to 22nd out
of 27 advanced economies (The Broad Foundation, 2013),
• We dropped from first in the world in the percentage of young (25-34) workers with college
degrees to second in 1995 to 14th in 2012 (Organization for Economic Cooperation and
Development, 2011).
• For the fist time in American history, we have a higher percentage of 55-65 year-olds with
college degrees than 25-35 year-olds (The College Board, 2008).

Our current system isn’t working.
• 30% of student who enter high school will drop out (Swanson, 2009).
• Potential dropouts can be predicted as early as first grade and identified with accuracy by
third grade (Sparks, 2013; American Psychological Association, 2012).
•More than one-third of students entering college require remedial courses (Strong
American Schools, 2008).
•34% of student who enter college drop out within the first year (ACT, 2012).
•36% who enter a four-year public college earn a bachelor’s degree within five years (ACT,
2012).
• Only 29% of those who pursue a two-year degree earn it within three years (ACT, 2012).

There are serious implications for those who fail.
• Student who fail school are three times more likely to be unemployed (Breslow, 2012).
• These students are more likely to live in poverty (earn an annual salary of $20, 241 or less
(Breslow, 2012).
•Students who fail school will earn 33 cents for every dollar a college graduate earns, which
is the largest discrepancy of all major economies in the world (U.S. Census Bureau, 2006;
Organization for Economic Cooperation and Development, 2009).
•Student who fail school are more prone to ill health (Organization of Economic and
Cooperation and Development, 2009).
•They are four times more likely to be uninsured (Olshansky et al., 2012)
•Female dropouts will live an average of 10.5 fewer years than females who graduate from
high school. Male dropouts will live an average of 13 fewer years than males who graduate
from high school. And the gap for both sexes is widening (Tavernise, 2012).
• High school dropouts are 63 time more likely to be incarcerated (Breslow, 2012).
• On average, each high school dropout costs taxpayers $292,000 over his or her lifetime
(Breslow, 2012).
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Leadership in a PLC
“No institution can survive if it needs geniuses or supermen to manage it. It
must be organized to get along under a leadership of average human
beings.
-Peter Drucker
The Role of the Leadership Team
•A PLC operates most effectively when there is shared leadership.
•This means that the members of the leadership team must accept
leadership responsibilities.
*Reciprocal accountability means that teacher leaders will have the
training and support they need.
What Great Leaders Do…
•Create a strong team with complementary strengths
•Understand the importance of shared leadership.
•When schools want to improve they create a guiding coalition.
Loose-Tight Leadership
“Effective leaders don’t simply encourage schools to go off and do
whatever they want, but rather establish clear parameters and priorities
that enable schools to work within established boundaries in a creative
and autonomous way.
Monitor the Products of Collaboration
•The leadership team works collaboratively to assure that all teams are
productive.
•To do this, they must monitor the products teams create—not to criticize,
but to support each other.
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Build Your Leadership Team
List the names of your current leadership team. If you don’t currently have
a leadership team, who are the potential members?

Consider the personal characteristics of the above group. Write the
name of each team member under any characteristic that applies. You
may list a name more than once. You will need to eliminate any name
that doesn’t appear under any characteristic.
Position Power

Are there enough key players on
board so that those left out cannot
block progress?

Credibility

Expertise

Are the various points of view—in
terms of discipline, work
experience, and so on—relevant
to implementation adequately
represented so that intelligent
decisions can be made?
Leadership

Does the group have enough
Does the group include enough
people with good reputations that proven leaders to be able to drive
its recommendations and decisions the change process?
will be taken seriously?
From: Simplifying Pyramid Response to Intervention, 2012
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6.The team uses evidence of student
learning to inform and improve it members’
individual and collective practices.

5.The team creates systems of intervention
to ensure students who are struggling
receive additional time and support for
learning in a timely, directive, diagnostic,
and systematic way.

4.The team develops common formative
assessments to frequently gather evidence
of student learning.

3.The team establishes a guaranteed and
viable curriculum, unit by unit, so all students
have access to the same knowledge and
skills, regardless of which teacher they are
assigned.

2. The fundamental structure of the school is
the collaborative team in which members
work interdependently to achieve common
goals for which all members are mutually
accountable.

1. Educators work collaboratively rather
than in isolation and have clarified the
commitments about how they will work
together.

Action

Products to Be Monitored

What Should We Look For

What Is Your Role as a (Teacher) Leader?
Role
Expert

Facilitator

Coach

Relationship
The teacher leader
provides information
and advice to the
team. Most
frequently used
when starting new
practices.
The teacher leader
and the team are at
equal stages in their
knowledge about a
practice. The
teacher leader helps
the team work
through the practice
or process.
The team has well
developed
understanding
and/or skills. The
teacher leader helps
the team reflect on
their work by asking
questions about their
thinking.

Actions

Fundamental Assumptions about Students
•All students don’t learn the same way.
•All students don’t learn at the same speed.
•Some students lack academic behaviors.
•Some students have a home life that is counterproductive to
academic success.
•Some students lack prior skills and knowledge.
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Fundamental Assumptions about Teachers
•Virtually all educators start each day with honorable intentions, work
tirelessly on behalf of their students, and utilize the best strategies they
possess.
•No teacher has the skills, knowledge, and time necessary to meet
the needs of all students assigned to his/her class.
•Ensuring that ALL students learn requires a systematic process that
guarantees every child receives the additional time and support
needed to learn at high levels.

Two Proven Ideas
•If students don’t learn the schools didn’t blame them. They took
complete responsibility.
•When something they were doing in class didn’t work, they stopped
doing it and tried something else.
Foundation of PLCs
•Mission—Why do we exist?
•Vision—What kind of school must we become?
•Values/Collective Commitments—How must we behave in order to
create the kind of school we want to become?
•Goal—What steps are we going to take and when will we take them?

Shared Mission
At the heart of a school’s culture are its mission purpose – the focus of
what people do. Although it’s not easy to define, mission and purpose
instill the intangible forces that motivate teachers to teach, school leaders
to lead, children to learn, and parents to have confidence in their school.
Terry Deal and Kent Peterson (1998)
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Questions to Consider

Which school did you attend?

In which school do you currently work?

In which school do you want to work?

Which school do you want your kids to attend?

Types of Schools
School 1: Charles Darwin School—At this school teachers believe that
there are smart kids and “not so smart” kids and that the smart kids will
always be successful and the “not so smart” kids will likely not be
successful. They provide higher classes and have higher expectations for
the smart kids and remedial classes for the “not so smart” kids.
School 2: Pontius Pilate School—At this school it is the teachers’ job to
teach and the kids job to learn. The teachers will provide students with the
opportunity to learn and some students will choose to do so, but others will
not. If a kid chooses to fail, they will get a bad grade and will likely feel so
badly that they will want to try harder the next time.
School 3: Chicago Cubs School—At this school teachers believe that they
should create a warm and pleasant atmosphere for their students. They
believe that when students feel good about themselves they remain
motivated to learn. If a student does not learn, the teachers help them
feel good so that they will not give up. Remember, there is always next
year.
School 4: Henry Higgins School—At this school the teachers do whatever it
takes to make kids feel successful. When kids don’t learn, the teachers find
ways to give them more time and support around the areas they are
having difficulty with. Teachers keep track of student learning and make
sure that each student is given whatever is needed to be successful.
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The Leadership Role—Articulate the Mission
•Decisions are made with student learning as the focus.
•Resources (time, money, and material) are allocated to assure all
students are learning at high levels.
•The comfort and convenience of the adults is secondary to student
learning.
Vision
•Answers the question “What kind of school must we become?”
•It describes the compelling future for your school.
•It gives the school direction and helps keep everyone focused.
Developing the Vision For Your School?
Imagine:
•Imagine a school where every student has access to and equal
opportunity for success in each grade level and each course within the
curriculum.
•Imagine a school where every student has access to relevant, engaging,
and meaningful learning experiences every day.
•Imagine a school where technology strategies are integrated into the
student learning experiences every day.
•Imagine a school where every faculty and staff members works
interdependently and positively in a collaborative community to erase
inequities in student learning.
•Imagine a school where every administrator, faculty member and staff
member is fully engaged in and enjoys his or her work.
•Imagine a school where every teacher uses formative and summative
assessments that inform, enhance, and motive student learning and
improve instruction.

Picturing the Vision: Think about where you want to be as a school 5 years
from now. Create a picture story about what your school will be like then.
Think about the students, teachers, parents, administrators. What will the
curriculum look like? What problems will be solved?
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1

Choose Essential
Standards

2

Unwrap Standards into
Learning Targets

3

Discuss DOK and what
Proficiency Looks Like

4

Plan the Assessment

5

Write Quality Questions

6

Develop Rubrics and
Answer Guides

7

Use the Data to Plan the
Response

8

Find Time for Response
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Our Vision Is:
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What are Collective Commitments?
•Linked to the vision
•Few in number
•Articulated as attitudes, behaviors, and commitments necessary to
advance the vision.
•Focused on self.
Sample Collective Commitments
1. We will make all decisions with student learning as our focus.
2. We will have high expectations for all students and ourselves.
3. We will accept responsibility for student learning and developing each
student’s potential.
4. We will identify the essential standards, develop a common pacing
guide and teach the same standards at our grade level (course) at the
same time.
5. We will work collaboratively in choosing instructional strategies and in
designing common formative assessments.
6. We will monitor the achievement of our individual students and use the
results to guide our processes of continuous improvement.
7. We will model everything we expect from our students including lifelong learning, behaviors, and respect.
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Day Two

46
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PLC at Work Coaching Academy

Day Two
20

Learning by Doing

SMART Goals

S
M
A
R
T

Proposed SMART Goals
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1.

Implement the new reading curriculum so that all fifthgrade students become better readers.

2.

Decrease the number of students failing one class or
more.

3.

Increase the number of students who are successful in our
most rigorous classes.

4.

Help students do better on (AP, SAT, ACT, state
assessment, achievement) tests.

5.

Reduce the number of students who don’t turn in their
homework and/or assignments.
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SMART Goal Planning Tool
1. Goal

3. Current
Strengths

4. Obstacles

5. Action Plan
•
•
•
•
•
•

•
•

2. Factors We Can’t Change
•
•
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Team SMART Goal

School Goal:
Strategies and
Action Steps

Responsibility

Timeline

Evidence of
Effectiveness

Team Members:______________________________________________________________________________________
District Goal:

School__________________________ Grades_____________________ Team Leader_________________________

Team SMART Goal
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2. We want to be
able to use close
reading strategies to
help scaffold students
who are reading
below grade level.

1. We will pace the
essential/power
standards so that we
know exactly which
standards are the be
mastered in each unit
of instruction.

Our reality: Last year
52% of ninth graders,
58% of 10th graders,
and 62% of 11th
graders were
proficient or higher on
the state test in ELA.

Our goal: This year our
goal is that 65% of all
grades tested will be
proficient or higher on
the state test.

Strategies and Action
Steps

Team SMART Goal
We will do this during
our team time, with
each teacher
working on his/her
grade level, and the
team looking at the
places where we will
be able to develop
CFAs.
We will study close
reading so that we
understand better
how to plan our
lessons around this
strategy.

Responsibility

We will build shared
knowledge about close
reading and will apply what
we learn to designing close
readings together during
the first quarter. We’ll use
different texts but will help
each other write the
questions and plan the steps
so that we can learn
together what works and
what doesn’t.

We will complete this
task by mid-October.

Timeline

After the first quarter,
we’ll do a survey of
students to see if they
can identify what
scaffolding strategies
work best for
themselves. We will
monitor reading
growth using the
STAR.

A pacing guide will
be created so that
we can all see where
power standards are
being taught.

Evidence of
Effectiveness

School: Sunrise High School
Team name: ELA Team
Team leader: Beth
Team members: Beth, Jackie. Ron, Michelle
District goal: Eighty percent of all students will read at proficient or higher levels as measured by their performance on the
state reading test or STAR reading benchmark.
School goal: Eighty percent of all students will read at proficient or higher levels as measured by their performance on the
state reading test or final STAR reading benchmark.

SMART Goals Worksheet
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5. We will develop
common rubrics for
assessments where we
have overlapping skills
such as using evidence
in text to support an
inference, writing, etc.

3. We will work together
to unwrap reading and
writing standards that
we are confused
about—either about
what they expect
students to do, or how
we will assess them.
We’ll agree on DOK
levels for common
learning targets.
4. We will develop
common formative
assessments at least
once every three
weeks.

We will develop rubrics as
needed throughout the
year

We will give a CFA as
often as possible with a
goal of once every three
weeks.

We will administer
them at an agreed
upon time, and will
analyze the data
collaboratively, and
plan the response
together.
We will identify the
topics for common
rubrics at the
beginning of each
quarter.

This will occur as these
standards are taught
throughout the year.

While reviewing our
power standards, we
will consider standards
that are unclear. We
will work together to
unwrap them and
design ways to assess
them.

We will have the
assessment data to use
to know which students
are learning each of the
power standards and
will share data for
developing corrective
instruction groups
throughout the year.
We will have at least 4-5
common rubrics
developed by the end
of the year.

We’ll have the
unwrapping template
and evidence of CFAs
that were used.

27

(c) Jakicic, 2019

Our goal: This year, 80%
of students will meet or
exceed standards on the
state writing test.

Our reality: Last year, 72%
of our eighth graders
either met or exceeded
standards on the state
writing test.

Team SMART Goal

During the second
quarter, we will use
examples to support ideas
in writing. Students will
use specific historical
information in their
writing.

During the first quarter,
we will use evidence to
support ideas in writing.
We will work with DBQs
(document-based
questions).

Strategies and Action
Steps

Each unit of instruction
will include at least one
essay that requires
students to use
supporting examples.
Questions will be
developed at team
meetings.

Team members will bring
sample primary and
secondary source
documents to the meeting
to develop the DBQ for
that unit.

Responsibility

Four chapters or units are
covered during quarter 2.
There will be one essay
for each one.

During week 3 of the
quarter, we will do the
first activity. Students will
receive feedback within
one week and will rewrite
based on feedback. The
process repeats during
week 6.

Timeline

The end of quarter
benchmark assessment
will include an essay
question that requires
students to use examples
in their answer. We want
at least 85 percent to be
proficient on this
question.

A DBQ will be
administered as a
common assessment at
the end of the quarter.
We want at least 80
percent to meet
expectations by the end of
first quarter.

Evidence of Effectiveness

School: Woodlawn
Team name: Eighth-Grade Social Studies
Team leader: Kim
Team members: Kim and Wendy
District goal: Ninety percent of all students will be proficient or better writers as measured by their performance on the state writing test.
School goal: Ninety percent of all students will be proficient or better writers as measured by their performance on the state writing test.

SMART Goals Worksheet
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Students should be
writing regularly in social
studies classes. As a team,
we’ll plan to use both
journal writing as well as
essay writing as ways to
see students’ thinking.

We will create a team
plan for writing, we’ll all
participate, and we will
look for increased student
learning to know how
effective we’ve been.

Writing assignments will
be planned by the team
and all teaches will
participate. We’ll assess
progress each quarter.

Team members will use
student work samples
each quarter and will
analyze whether student
thinking/understanding is
improving.
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Our goal: This year at
least 85% of third grade
students will meet or
exceed standards on the
state reading test.

Our reality: Last year, 78
percent of students met
or exceeded standards on
the state reading test

Team SMART Goal
We will use the state test
data as one way to make
sure our essentials are
working.
We will consider the way
that our reading
interventions worked for
students last year.
Assessments will be
developed together,
either by revising an
existed one or by creating
a new one. We will
develop response
strategies during our team
meetings.

Assessment
During the first quarter,
we will write short biweekly common
assessments based on the
skills targeted that week.
Students will be
regrouped across all
classes for instruction
based on the results of
these CFAs.

Responsibility

Curriculum
We will review our
essential reading
standards to make sure
that they are working
effectively for our
students.

Strategies and Action
Steps

Bi-weekly throughout the
first quarter

By the end of the third
week, we’ll examine the
results from last year’s
state test as well as
review the list of students
supported last year.

Timeline

The STAR reading
assessment will be
administered at the end
of the first quarter. The
team will review the
results to determine
whether the strategy
works.

By using the state test
results from last year,
we’ll make sure that our
students are learning
what is considered
important and essential
for our grade level.

Evidence of Effectiveness

School: Sunrise Elementary School
Team name: Third Grade
Team leader: Beth
Team members: Beth, Jackie, Sara, and Karen
District goal: Ninety percent of all students will read at proficient or higher levels as measured by their performance on the state reading test.
School goal: Ninety percent of all students will read at proficient or higher levels as measured by their performance on the state reading test.

SMART Goals Worksheet
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Team members will bring
text that they have found
and we will take team
time to choose text that
matches standards and
the Lexile Level.

We will collaboratively
study the strategy close
reading and will plan to
use at least one close
reading each quarter of
the year.

Instruction
1. Informational text has
been an area of weakness
for our students. We
want to both more
informational texts in
general as well as more
rigorous texts.

2. We have been using
guided reading groups to
provide the specific
support students need.
However, we know that
we need to also use more
complex text at higher
Lexile levels in order to
help student increase
their reading ability.

At least once a quarter.

We will plan to use more
informational text all year
long.

There will be at least two
constructed-response
questions on a teacher
created assessment to
see student thinking.
We will provide an
assessment at the end of
each close reading to see
how well students are
using the scaffolding
strategies being taught.

The STAR reading
assessment will be used at
the end of the quarter to
see if students are making
progress.

Leading Healthy and Productive Teams
Healthy Teams
A healthy team can create and sustain an environment that enables the
individual’s knowledge, skills and expertise to be accessed and used
effectively, resulting in the collective capacity to achieve success (Druskat,
Sala, & Mount, 2006). A healthy team is responsive and adaptive to both the
needs of the individuals and the work of the team. If discrepancies arise
between members or ideas, the team proactively and optimistically rectifies
the difference while maintaining the appropriate course of actions to address
the tasks at hand. Healthy teams are mature, competent, and authentic in
their social interactions This is not to suggest that teams members are all close
friends or that they even like one another, for that matter. In healthy teams,
individuals set aside personal interests and dislikes so the group can be
effective. In most cases, once a healthy team has found synergy, members
develop deep levels of trust and mutual respect for one another.
Productive Teams
Productive teams get the job done. Their common purpose and mission guide
them, and they create the products or ideas required to yield formidable
results. They delineate the expectations of the team and its members and
then hold one another mutually accountable (Druskat et al., 20016).
Productive teams are always aiming for continuous improvement, so learning
is integral to how they understand and refine their craft. In the spirit of
accomplishment, productive teams are always looking for the win; when they
miss a target, the can readily identify the learning they gained as a result to
improve future opportunities. Productive teams are efficient with time and
resources to they can maximize their potential to be generative.
Simply monitoring or evaluating teams is not helpful. The work only matters if
leaders are willing to intervene based on the results they are getting from
teams in the areas of health and productivity. As with teaching and learning
in the classroom, the work is situational, and strong leaders understand how
to anticipate and respond contextually in the moment to the final two
questions:
1. What will we do when the team doesn't know it all?
2. What will we do when the team has already learned it?
Our ability—and willingness—to answer the two questions is where the rubber
meets the road. If leaders are not willing to answer these questions, chances
are good they are still providing only “blanket” training and hoping that
something will stick and add value to the system’s work. As educational
change expert Michael Fullan states, “Hope is not a strategy.” (2011, p. 41).
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Low

Team Health

High

The work requires situational leadership as strong leaders monitor for both
healthy and productive teams, taking care of each team based on where
they are relative to where the leaders would like them to be free (see fig.
2.2). The quadrants of healthy and productive teams help leaders
understand the intervention needs when teams struggle with collaborative
work.

Healthy and Unproductive

Healthy and Productive

Unhealthy and
unproductive

Unhealthy but productive

Low

High

Team Productivity
Many leaders would prefer to shy away from this work. One principal
suggested that her teams were composed of adults and they could resolve
their won issues. Her job was to get out of their way and let them fight it out.
But when it comes to collaboration, a team is only as strong as its most
struggling member, a building is only as strong as its most frustrated team,
and a district is only as healthy as its most troubled school. It is imperative
that leaders get involved. Success with a single team member or an entire
team can affect the culture in significant and timely ways.
One principal we interviewed described how she responded when a team
invited her to help the team get unstuck. She observed multiple meetings to
understand the issues involved. She said to the team members:
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I think I have it figured it out—you are not challenging each
other in the moment as discussions happen. You are keeping a
“happy tone” to your meetings but leaving frustrated and
dissatisfied with your agreements and products. We will need
to work on the language and habits of challenging each other
in the moment so that they can leave satisfied with the
agreements and products we create during our time together.
Her team agreed, and things began to change for the better almost
instantly. Highly effective leaders learn to isolate the variables and
identify the specific issues and challenges to offer appropriate
support for each team’s success.
__________________________________________________________________
__________________________________________________________________
1. Unhealthy and Unproductive
A few teams are both unhealthy and unproductive. The team
members make no attempt to pretend they are in a tight
relationship with one another or the work at hand. They are prone to
complaining that they would be more effective if they had better
team members with whom to work—but they do not confront one
another about such concerns. Likewise, they will complain that the
work is meaningless and is interfering with their ability to do the work
they know they must do and that they have proved over the years
that they can manage quite well when accomplishing it on their
own.
Teams in this quadrant can be unhealthy in a variety of ways. In the
most obvious form, they are not interested in working together and
might publicly assert that they don’t even like one another. They
would prefer to maintain their individual levels of expertise and
private classrooms. In a less obvious but equally unhealthy way,
teams in this situation might individually appear happy, but there are
almost imperceptible issues of codependency at play and dominant
personalities are competing for power. In either case, they are not
engaging in the work of a collaborative team that focuses on
learning, so they are also unproductive.
The Leadership Challenge for Unhealthy and Unproductive Teams
Leaders often have the greatest concerns about teams that fall in
the unhealthy and unproductive quadrant, but these teams don’t
necessarily require extensive leadership intervention efforts. What is
needed is considerable attention to detail. The right intervention
can make staggering changes for the better.
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To begin, the leader should clearly articulate a set of predetermined
expectations for team health and productivity that teams must
meet. Doing the right work in the right ways will more quickly
advance a team to health than anything else will. Most teams find
their way to health through productivity.
Leaders who work with unhealthy and unproductive teams attend
their team’s meeting and check in on team norms so they can
model adherence to the norms and engage the team in
completing the work. If a team is extremely unhealthy, the leader
sometimes requires multiple successful meetings in which members
adhere to team norms before the leader leaves team members to
their own devices. Sometimes the leader meets one on one with the
team facilitator to strategize possible responses to various team
behaviors and to lay out plans for tasks that the team needs to
accomplish, complete with timelines. Sometimes the leader meets
one on one with individual team members to clarify that their
expectations are not negotiable and that they will be monitoring
whether individual members live up to team norms. Leaders always
check in with teams and team members by surveying facilitators
and stopping in on team meetings to make sure things are going
smoothly. They model quality feedback to help the team close the
distance between where it is and where it should ultimately like to
be. But the norms are only the beginning. The highly effective PLC
leaders in our study consistently stated that while health is important,
few team will become highly productive by simply experiencing the
“Kumbayah” of team building.
2. Unhealthy and Productive
If a team is in this quadrant, chances are good that one or two
strong individuals are really doing all the work and carrying the load
for others. Under that individual’s leadership or facilitation, the team
can do the work of setting goals, looking at data, and so on, but
team members do not necessarily buy in to the work. Should the
strong leaders leave, so too will the work in which the team was
engaged. This quadrant is tricky in that the members doing the work
might seem healthy, when in truth they might be demonstrating a
need to control quality or quietly enjoying the notion that the team
really needs them. Neither is a healthy orientation for the success of
the team. When a team is in this quadrant, team products become
compliance oriented, and dependency issues often arise.
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The Leadership Challenge for Unhealthy but Productive Teams
A great place to begin with a team in this quadrant is to observe or
interview the productive individuals or to engage the team in an
anonymous survey about its strengths and challenges. Whether the
productive individuals are keeping the work close to the chest for
quality control or are simply picking up the work to make sure
something gets done, the individuals involved will require a
conversation regarding enabling versus empowering and the
necessity of empowering others to develop strong teams. Likewise,
the individual doing all of the team work will require support in
releasing a possible need tor perfection and if needed, some
facilitation tips and skills to engage others in accepting teamwork.
One team leader noted that whenever her team discussed
something it needed to do, all heads would typically swing in her
direction in anticipations that she would take care of it. At first, she
found the pattern endearing; she liked doing quality work, and she
liked that the team recognized her for that work. As time word on,
however, the patterns started to appear far from cute, and she
became exhausted and exasperated. She realized that her open
notebook and poised pen offered a certain guarantee that she
would leave with work to do. To break the habits of the team, she
decided to break her own habits first: she stopped bringing notetaking materials to meetings. When the team made a decision, she
simply asked who was going to take responsibility. When the team
looked at her expectantly to accept the next task they needed to
accomplish, she learned to look back at the team and ask directly
who would be willing to do it this week. Without complaint or making
an ordeal out of how overworked she felt, she offered direct
questions free from blaming and shaming tones, and sent a clear
message that she would not be accepting all of the workload in the
future.
It only takes a few individuals to create an unhealthy team.
Sometimes one or two players are skilled at distracting an otherwise
healthy team from the tasks or conversations at hand. In this case,
the team needs to become skilled at redirecting and not tolerating
individual rants and refusals to contribute. Culture will trump
structure, and when the entire team stands up to an individual or
small group of individuals to suggest “that this is not the way we
operate around here,” resistant members will find themselves
norming to compliance. In one example from our study, an
individual good at sidetracking a conversation discovered her entire
team would no longer tolerate it when each of the members began
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to respond to her distractions with similar responses such as “That’s
an interesting conversation for another time. Right now, we need to
work on this, so we’ll have to find another time to have that
conversation.” Eventually, in the absence of a tolerant audience,
she learned to forgo her tangential interests and commit herself to
the work at hand.
3. Healthy but Unproductive
Although healthy but unproductive teams enjoy one another’s
company, the truth is, they are doing little to no work (by focusing on
issues beyond their control) or the wrong work (by focusing on issues
that do not affect student learning). By all appearances, they still
meet the majority of the criteria for emotionally intelligent teams.
Such teams might appear to be high functioning with a few of the
team healthy traits in place: for example, they may take
perspectives, demonstrate interpersonal understanding, create a
positive environment, and even proactively solve problems.
However, they are not focusing on the issues that directly affect
student achievement. If they were to do so, you might feel that they
merely look healthy to the casual observer. Instead, they are not
comfortable confronting one another—even with a caring
orientation. They do very little team self-evaluation, rarely seek
feedback, and demonstrate little organizational awareness or
willingness to build internal relationships. Upon closer examination,
it’s easy to see they are not demonstrating all of the traits of healthy
teams.
The Leadership Challenge for Healthy but Unproductive Teams
If a team is truly healthy, then a simple nudge could move this team
to productivity; for example, leaders could strive to focus the team’s
work on affecting student learning by requiring key products, such as
common assessments or data sets from the use of common
assessments. It is entirely possible, however, that a perceptibly
healthy but unproductive team is protecting its own comfort level:
for example, team members may not want to risk the possibility that
they would stop liking one another if they did the important and
more difficult work aligning belief systems and practices. A healthy
but unproductive team may also be compensating for a seemingly
insignificant but clearly missing characteristic of truly healthy teams,
such as an openness to seeking and addressing feedback or a lack
of organizational awareness regarding how their role influences the
greater well-being for the school.
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Whatever the issues are, this teams needs to become productive
fast. If the team is truly healthy, this is often an easy thing to address.
Sometimes, however, when pushed to productivity the team reveals
it wasn’t actually healthy in the first place; the early signs of health
crumble under pressure or give way to a few missing characteristics
of healthy teams. Leaders need to identify the issues at play—by
observation, honest discussions, a team survey tool, and so on—and
then address whatever is preventing true collaboration and synergy.
4. Healthy and Productive
Healthy and productive teams navigate differences of opinion with
grace, move to consensus with consistency, and focus all of their
collective efforts on improving student learning. No instructional task
(data interpretation, assessment design and use, lesson planning,
differentiation, curriculum alignment, classroom management, and
so on) slips by without their attention to detail. They are the highfliers
that leaders wish all teams could be, and the good news is that, with
clarity and support, al teams really can find a pathway to high levels
of success.
The Leadership Challenge for Healthy and Productive Teams.
It is a mistake to assume that teams in this position do not require
attention or support. Many times, leaders assume that their
involvement would be distracting, and so they opt out of monitoring
such teams. The leaders we interviewed discovered that these
teams often feel neglected or abandoned, and the teams wonder
why others don’t stop by to see how they are doing. It is also a
significant mistake to always call attention to team in this quadrant
as a model for others during staff meetings. Doing so creates the goto teams members as the “principal’s pets,” impairs their credibility,
and hampers their general fit with the overall staff. A challenge for
leaders is to find successes worth celebrating in all teams to avoid
accidentally sacrificing one team.
So how do leaders support healthy and productive teams? They
check in, sustain momentum, encourage mastery in individual
classrooms, find ways to empower individuals with new challenges
and opportunities, and nurture future leaders from within the team
by increasing their organizational awareness and building
relationships with them outside the team.
In a PLC system, leaders from each role must approach the practice
of creating and sustaining collaborative relationships from both a
systemic approach—designing systems around the teams to address
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their culture and sustain long-term work—and a practical
approach—giving teams skills, protocols, and templates for the
immediate conversations and current work. When leaders engage in
the first core leadership practice of creating and sustaining
collaborative relationships, they attend to the details and frame the
characteristics and expectations for success. This work involves so
much more than finding time to collaborate or simply asking teams
to create a product. It takes effort and focus to behave our way
into new healthy and productive habits of working. Our strongest
leaders monitor for success, watching for both health and
productivity along the way.
Type of Team

Support Needed

Unhealthy and
Unproductive

Unhealthy and
Productive

Healthy but
Unproductive

Healthy and
Productive
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Norms—The standards of behavior by which we agree to operate while
we’re in this group.
We will come to the meetings on
time.
We will take turns so that everyone
has a chance to talk.
When we don’t agree, we’ll agree
to disagree.
We will avoid comparing one
teacher’s results to the others’ on
the team.

We will actively contribute and
come prepared to each meeting.
We will work toward consensus and
honor the different perspectives in
the group.
When we disagree we will seek
research on best practices to
resolve our differences.
We will value data for what they tell
us to do next and will not make
excuses for them.

Care Enough to Confront
•Don't let violations of norms go unnoticed.
Resolve to confront them when they occur.
•Move on quickly from the issue to continue the work.
Four Critical Questions
1. What do we want students to know and be able to do?
2. How will we know if they can?
3. What will we do if they can’t?
4. What will we do if they already can?
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Meeting Agenda: Team Sixth Grade Math
Estimated
Time
5 min.

Lead
Person

Method

Outcome
Agenda adjusted as
needed.

Agenda
Review

All

Discussion

Examining the
data

Team
Leader

10
minutes

Looking for
Instructional
Strategies
that work

Team
Leader

We will identify how
many students are in
each group so that we
can decide whether to
keep our own students
or regroup across
teachers
Learn about which
instructional strategies
work better for which
students or which
learning targets

10
minutes

Examining the
Student Work

Team
Leader

10
minutes

Plan the
response

Review each target
of the assessment to
determine the
numbers of students
who are: proficient,
partially proficient,
not proficient
Consider the results
from all team
members. Does
there appear to be
an instructional
strategy that
worked better for a
learning target?
Starting with
learning target #1,
make piles of
papers for each of
the types of errors
students made
Using the
information from the
student work, the
team will plan how
to respond to each
of the groups.

5 minutes

Next Agenda

Determine what will
be done at the next
meeting.

Agenda for next
meeting.

5 minutes
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Topic

Team
Leader

All

By finding the errors,
we can more easily
respond to student
needs.

We will collaboratively
decide how to
respond best to our
students.

(c) Jakicic, 2019

Protocol
A step-by-step process teams can use to effectively do their work. Protocols
help teams stay on task and on time.
Protocol for Choosing Essential Standards
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Step

Description

Expected Product

Coaching Role

1

The team discusses the
three criteria it will use to
choose its essential
standards: endurance,
leverage, and readiness
for the next level of
learning.

Team members will have a
common understanding of
how to determine which
standards will be on their
list and which ones will not
be on their list.

The coach prepares some
examples of standards that
the team will be working
with that might meet the
criteria and those that
likely will not.

2

The team considers how to
chunk the standards if
necessary. For example, in
English language arts the
first chunk can be the
reading and reading
foundations standards, the
second chunk the writing
standards, and the third
chunk the language and
speaking and listening
standards.

For each chunk, the team
will have a draft list of
those standards it finds
most important.

The coach prepares the
materials the team needs,
determines when this will
happen, and facilitates
conversations if possible.

3

Each team member
independently works
through a chunk of
standards and chooses
those that he or she
believes fit one or more
criteria.

Each team member marks
his or her copy of the
standards with those he or
she believes are essential.
Team members should
complete this step while
they are together, so one
person doesn’t spend a
long time on this step. The
more time a teacher takes,
the harder it is to narrow
the standards to the
essentials!

This is a time for personal
reflection. In order for each
member to have a voice in
the process, it’s important
that he or she takes time to
consider which are the
most important standards.
Encourage team members
to avoid conversation until
everyone has had a
chance to go through all
the standards.

4

The team builds
consensus on the
standards, making sure all
team members participate

The team develops a
rough draft list of essential
standards, which
represents the collective

While team leaders should
take a leadership role in
this process, the coach
can provide support and
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in the process. Some
standards will start with
total agreement (everyone
believes it is or is not
essential), but the majority
involves discussion.

thinking of the team after
discussion.

help teams when they get
stuck. The coach can
observe the process
across the school and
ensure teams effectively
use it.

5

The team examines data
about student
performance. Are there
areas of particular strength
or weakness? If so, the
team ensures their
essential standards list
reflects this by adding
additional standards to
shore up the weaknesses.

Team members make
changes to the draft list
that reflect strengths and
weaknesses.

Looking at data can be
intimidating for teams that
don’t do this on a regular
basis. The coach should
have a conversation about
the facts first. He or she
allows team members to
talk about their inferences
after they acknowledge the
facts. This makes the
process less threatening.

6

The team uses documents
released by the district or
state to ensure that the
expectations drafted align
to the expectations for
students. These might
include test specifications,
blueprints, or documents
developed by the
standards writers. For
example, if assessment
blueprints show an
emphasis on textdependent questions, it’s
important that the team
reflects this emphasis in
the draft list.

The team can change or
add to the rough draft list it
puts together in order to
effectively reflect what
students must be able to
do on high-stakes tests.

Sometimes teachers are
reluctant to spend too
much time on these
released documents
thinking they might be
“teaching to the test.”
Coaches can explain the
difference. Teachers also
may feel inadequate in
interpreting the blueprints
and proficiency
expectation documents.
Coaches should be
prepared to help interpret
and explain these
documents.

7

Team members work with
the other teams in their
school to vertically align
their essential standards.

A final draft list of essential
standards for each team in
the building is created that
reflects the outcomes of
each of the above steps..

Coaches can facilitate this
step in order to make sure
everyone’s voice is heard.
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