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Coaching the PLC Process:
Make it Happen

Desert Sands USD

Instructional Coaches

October 17, 2022

WHO AM I?
¡ Middle School Science Teacher
¡ Elementary and Middle School 

Principal
¡ Author and Consultant
¡ Passionate About This Work
¡ Contact me at cjakicic@comcast.net
¡ Follow me on Twitter @cjakicic

MATERIALS AND LINKS

¡ The slide deck for today can be found 
at www.chrisjakicic.com

¡ Click on “handouts” at the top of the 
page. 
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TARGETS FOR TODAY:

¡ Develop a common understanding of 
the definition of a PLC.

¡ Explore ways to build the culture that 
supports all students learning at high 
levels.

¡ Use SMART Goals to ensure teams are 
working interdependently.

• Team-centered, student 
learning-focused model 
of coaching

• Organized by the 4 
guiding questions

• Action-oriented

STRUCTURE OF THE BOOK

St
ud

en
t 

Le
ar

ni
ng

Chapter 1: Getting Started As An Instructional Coach

Chapter 2: What do we want students to know and do?

Chapter 3: How will we know if they’ve learned it?

Chapter 4:  How will we respond when some students do not learn?

Chapter 5:  How will we extend the learning for students who are already 
proficient?
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COACHING COLLABORATIVE TEAMS

¡ The role of an instructional coach may be 
different from building to building, but be 
careful not to run all of the team meetings. 

¡ Coaches should know and reflect on the context
of the work for their teachers. e.g., what work 
has already been done, who makes the final 
decisions, the team, the building or the district.

¡ Coaches don’t have to know the answer to 
everything, but may provide resources, share 
ideas, and make sure the teams continue to 
learn together.

¡ Sometimes coaches can help team avoid 
common mistakes and/or misunderstandings.

UNDERSTANDING THE CONTEXT OF YOUR 
SCHOOL

¡ How long have teams been working on 
the work?

¡ Do you call your school a PLC?
¡ Have you had any set backs since 

you’ve started the process?
¡ Do you take time to celebrate small 

wins?

TARGETS FOR TODAY:

¡ Develop a common understanding of 
the definition of a PLC.

¡ Explore ways to build the culture that 
supports all students learning at high 
levels.

¡ Use SMART Goals to ensure teams are 
working interdependently.
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Make It Happen: Coaching With the Four Critical Questions of PLCs at Work® © 2019 Solution Tree Press  
SolutionTree.com • Visit go.SolutionTree.com/PLCbooks to download this free reproducible.

R E P R O D U C I B L E

Coaching Reflection

Use the questions in this chart to reflect on the information you explored in chapter 1. 

What do I know about my role and the expectations for 
my work?

What did I learn about the culture of my school?

What is the current structure of the school and its 
collaborative time?

What background knowledge do teams have 
about PLCs and working collaboratively to support 
student learning?

What is the school’s status regarding its mission, vision, 
commitments, and goals?

What might be my first area to focus on as an 
instructional coach?
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Target 1: Develop a 
common understanding of 

the definition of a PLC.

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 is continuous job-
embedded learning for educators.

Creating a 
Professional Learning 
Community 
is a journey... 

Not a destination
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• Teams examine 
the results of 

assessments to 
determine 

effectiveness of 
instruction and 

identify individual 
student needs.

• PLC Question:        

• Teams adjust 
instruction and 
collaboratively 
provide support 
to students; 
implications for 
refinement of 
curriculum are 
determined. 

• PLC Question:

• Teams implement 
instruction and 

gather data using 
common formative 
assessments at key 

points in the 
instructional 

process.

• PLC Question:

• Teams select focus 
standards based on 
data, determine  
specific learning 
targets being 
assessed, and 
design instruction 
and assessment.

• PLC Question: Plan Do

StudyAct

1 2

34

AN ONGOING PROCESS…

Plan Do

StudyAct

Plan Do

StudyAct

Plan Do

StudyAct

Unit #1 Unit #3Unit #2

                         

Estimated 
Time 

 
Agenda Item 

or Topic 

 
Plan 

 
Outcome 

 
5 min. 

 
Review the 
agenda 

 
Consider if the agenda is 
still appropriate  
 

Agenda adjusted as 
needed. 
 

 
5 minutes 
 
 

 
Discussion of 
the results of a 
CFA 

Review each target of 
the assessment to 
determine the numbers of 
students who are: 
proficient, partially 
proficient, not proficient 

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 

10 
minutes 

Looking for 
Instructional 
Strategies that 
work 

Consider the results from 
all team members. Does 
there appear to be an 
instructional strategy that 
worked better for a 
learning target? 

Learn about which 
instructional strategies work 
better for which students or 
which learning targets 

10 
minutes 
 
 

Examining the 
Student Work 

Starting with learning 
target #1, make piles of 
papers for each of the 
types of errors students 
made 

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

10 
minutes 
 

Plan the 
response 
 

Using the information from 
the student work, the 
team will plan how to 
respond to each of the 
groups.  

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

 
5 minutes 

 
Next Agenda 

 
Determine what will be 
done at the next 
meeting. 
 

 
Agenda for next meeting. 

 Circle or highlight where 
you are in the PDSA 
cycle 
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• Teams examine the 
results of assessments 

to determine 
effectiveness of 
instruction and 

identify individual 
student needs.

•Teams adjust 
instruction and 
collaboratively 
provide support to 
students; 
implications for 
refinement off 
curriculum are 
determined.

• Teams implement 
instruction and gather 
data using common 
formative assessments 
at key points in the 
instructional process.

• Teams select essential 
standards, determine 
learning targets to be 
assessed, and design 
instruction and 
assessment.

Plan Do

StudyAct
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Estimated 
Time 

 
Agenda Item 

or Topic 

 
Plan 

 
Outcome 

 
5 min. 

 
Review the 
agenda 

 
Consider if the agenda is 
still appropriate  
 

Agenda adjusted as 
needed. 
 

 
5 minutes 
 
 

 
Discussion of 
the results of a 
CFA 

Review each target of 
the assessment to 
determine the numbers of 
students who are: 
proficient, partially 
proficient, not proficient 

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 

10 
minutes 

Looking for 
Instructional 
Strategies that 
work 

Consider the results from 
all team members. Does 
there appear to be an 
instructional strategy that 
worked better for a 
learning target? 

Learn about which 
instructional strategies work 
better for which students or 
which learning targets 

10 
minutes 
 
 

Examining the 
Student Work 

Starting with learning 
target #1, make piles of 
papers for each of the 
types of errors students 
made 

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

10 
minutes 
 

Plan the 
response 
 

Using the information from 
the student work, the 
team will plan how to 
respond to each of the 
groups.  

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

 
5 minutes 

 
Next Agenda 

 
Determine what will be 
done at the next 
meeting. 
 

 
Agenda for next meeting. 

 Circle or highlight where 
you are in the PDSA 
cycle 
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WHAT IS COLLECTIVE INQUIRY?

¡ Collective inquiry is the process 
educators use to build shared 
knowledge and learn together.

¡ Example: math facts

WHAT IS ACTION RESEARCH?

¡ Action research is a method whereby an 
educator or team investigates a 
research question in their classroom, 
school, or district.

¡ Example: CFAs for students not reading 
on grade level

ACHIEVE BETTER RESULTS FOR STUDENTS

¡ We use data, rather than opinions to 
make our decisions.

¡ We change practices when we see 
things aren’t working. 
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What’s the Best Response? 

1.The sixth grade science team at Happy Middle School is concerned
because their students don’t come prepared for the expectations they
have around using models to explain scientific phenomena.

a) They ask for a meeting with the fifth grade teachers from their
feeder schools to explain how important this skill is and to let them
know that their students are way behind.  Some sixth grade
teachers want to also point out the content that students don’t
have in science.

b) The sixth grade team decides to build their own shared knowledge
around this topic. They explore documents including the Progression
of the Science and Engineering Practice of Developing and Using
Models (K-12), finding out which science standards are listed as
essential for fifth grade students that also require students to use this
practice, and look for resources to help teach students to use
models.  They hope to meet with the fifth grade teams later in the
year to share what they learned and invite fifth grade teachers to
work with them.

2.The principal at The Way We’ve Always Done Things High School wants
to keep all of the collaborative teams on track with the work they’re
doing to improve student learning.

a) (S)he meets with the guiding coalition to help each of them
understand more thoroughly the PDSA cycle teams should be using.
Because some teams are farther along than others, everyone is
asked to share what does/doesn’t work in their experiences.  As a
result, each collaborative team is asked to establish their “next steps”
in the process.

b) The principal develops a checklist of activities with due dates so
that the collaborative teams work at the same pace and can share
ideas with each other.

3. The ELA Teachers at We Care About Kids Elementary School have been
using MAP test data (benchmark assessment) to monitor student growth in
reading and language arts.  They like being able to talk about student
learning with data in mind but have become frustrated with being unable
to develop interventions that are more student specific.

 a) The team decides to review each of the various reports from MAP
more thoroughly hoping to find the information they need to be more
precise in their response for students.
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b) While the team values the MAP data for what it tells them about
student growth, they decide they also need to have more formative
data tied specifically to the essential learning targets they’ve been
teaching. They decide to learn more about common formative
assessments and how to best write and use them. They understand
that a balanced assessment system needs both types of data.

11 (c) Jakicic, 2022
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Target 2:  Explore ways to 
build the culture that 

supports students learning 
at high levels. 

Our team 
provides 
students with 
the opportunity
to learn.

1 2 3 4 5
Our team will 
do whatever it 
takes to make 
ALL students 
reach high 
levels of 
learning.

WHAT DO YOUR TEAMS BELIEVE ABOUT THE IDEA 
THAT “ALL STUDENTS CAN LEARN AT HIGH 
LEVELS?”

If I gave a team perception survey to the staff in your school 
where would they place your school on the following 
continuum?
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We will do whatever it t
akes!

All Kids Will Learn at 
High Levels

Every day, every school,
every student.Learning Has No Boundaries

DON’T CONFUSE WRITING A 
MISSION WITH LIVING A 
MISSION!

COACH’S ROLE

¡ When you are building or strengthening 
culture in your school or on a team, 
getting members to talk about their 
beliefs can help them see next steps.
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CULTURAL SHIFTS IN A PLC 

Target 3: Use SMART 
Goals to ensure teams 

are working 
interdependently.

What is collaboration?

A systematic process in which we 
work together, interdependently, to 
analyze and impact professional 
practice in order to improve our 
individual and collective results.
DuFour, Eaker, & DuFour
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Focus on Teaching Focus on Learning 
Emphasis on what was taught 

Teachers cover the district curriculum 

Frequent common formative 
assessments 

Grades based on “average” of all 
work 

Teams focus on what proficiency 
looks like 
Students have multiple opportunities 
to show proficiency 

Each teacher emphasizes what they 
think is most important 

They are all “our” students 
Teachers learn together what works 
best. 

Teachers do assessment “to” students 
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“Goals and the commitment 
they generate are the glue 
that holds teams together.”

Schmoker. (1999). Results: The Key to Continuous School 
Improvement, p. 24

Our Grade Level Curriculum

Quarter 1 Quarter 2 Quarter 3

Year Long 
SM

A
RT G

oal

M
A

P A
ssessm

ent

M
A

P A
ssessm

ent

M
A

P A
ssessm

ent

1

2 3 4

Our Grade Level Curriculum

Unit 1 Unit 2 Unit 3

Year Long
SM

A
RT G

oal

Short Term
 SM

A
RT G

oal

Short Term
 SM

A
RT G

oal

Short Term
 SM

A
RT G

oal
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S:  Specific

M: Measurable

A: Achievable

R: Relevant

T:  Timely

SMART GOALS

FORMAT FOR TEAM’S LONG TERM SMART 
GOALS

¡ Start by describing the current reality 
for your team:
¡ Last year, 72% of our students met or 

exceeded expectations on the 2022 test.

¡ Next add the goal statement:
¡ This year we will have 78% of students meet 

or exceed expectations on the 2023 test. 

COMPREHENSIVE ASSESSMENT SYSTEM
Major Assessment Types 

[Type	the	date]	
 

Current (within-unit) 

Assessments 

Progressive/ 

Periodic Assessments 

Cumulative/ 

Annual Assessments 

• Classroom 
formative 
assessment 
practices 

• Common formative 
assessments 

• Common 
summative 
assessments 

• Quarterly or 
trimester 
Benchmarks/interim 
measures (e.g., MAP, 
District benchmark 
assessments) 

• Periodic/progress 
monitoring of Tier 2 
and Tier 3 supports/ 
interventions 

• State assessments 
(e.g., WY-TOPP, ACT, 
AP, SAT) 

 

Current
Reality

Quarterly 

Progress
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SPECIFIC

¡ Specific means there is enough 
detail for everyone to understand 
what the goal means, and teams 
won’t disagree about whether 
they’ve succeeded!

MEASURABLE

¡ You can quantify it in 
some way to know if 
you are making a 
difference.

¡ Seeing progress tends 
to increase motivation 
to keep going.

BESIDES ASSESSMENT DATA, WHAT ELSE MIGHT 
YOUR TEAM USE TO MEASURE THE RESULTS?

¡ Student behavior—referrals
¡ Work completion—grades
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ACHIEVABLE

¡ How large is the gap 
you are trying to 
close?

¡ Set your goal high 
enough to stretch, but 
not so high that you 
give up!

17-18 18-19 19-20 20-21 21-22
60% 59% 63% 69% 65%

RELEVANT

¡ Is it related to student 
learning?

¡ Does it require teams 
to learn together?

TIMELY

¡ There is a time limit attached to 
the expected end date.

¡ Typically, long term SMART 
goals are one school year 
long. 
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CHOOSE ONE OF THESE GOALS AND RE-
WRITE IT IN SMART GOAL FORMAT

1) Implement the new reading curriculum so that all fifth 
graders become better readers.

2) Decrease the number of students failing one or more 
classes.

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

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

5) Reduce the number of students who don’t turn in their 
homework/assignments.

FORMAT FOR TEAM’S LONG TERM SMART 
GOALS

¡ Start by describing the current reality 
for your team:
¡ Last year, 72% of our students met or 

exceeded expectations on the 2022 test.

¡ Next add the goal statement:
¡ This year we will have 78% of students meet 

or exceed expectations on the 2023 test. 
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SMART Goals Worksheet 
 

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 be reading at proficient or higher levels as measured by their performance 
on the state reading test. 
 
School Goal: Ninety percent of all students will be reading at proficient or higher levels as measured by their performance 
on the state reading test. 
Team SMART Goal Strategies and Action 

Steps Responsibility Timeline Evidence of 
Effectiveness 

Our reality:  Last year 
78% of students met 
or exceeded 
standards on the state 
reading test. 
Our goal:  This year 
we will have 90% of 
students at meets or 
exceeds.   

At the beginning of 
the year we will 
identify the units of 
instruction we will 
teach in ELA this year 
and identify the 
essential and 
supporting standards 
taught in each unit.  

We will work 
interdependently and 
get to consensus as 
we do this work.  

We will complete this 
work by 10/31. 

Rough drafts of the 
units –identifying the 
essential and 
supporting 
standards—will be 
posted in our team’s 
online folder. 

We will unwrap the 
essential standards in 
each unit before we 
begin teaching it. As 
we unwrap, we’ll 
identify which 
essential learning 
targets we’ll stop to 
assess. 

This work will be 
completed by the 
entire team. 

This step will be 
accomplished by the 
end of each unit.  

Unwrapping 
documents will be 
placed into our team 
folders as we are 
doing the work. By the 
end of the year, all 
essential standards 
will be unwrapped..  
 
We’ll use our 
benchmark 

21 (c) Jakicic, 2022



assessments to 
determine the 
effectiveness of our 
work each quarter  

While we are 
developing our unit 
plans, we’ll discuss 
with our sped and 
ELL partners 
opportunities to 
scaffold the learning 
for any student who 
needs support.  

We will make sure our 
Sped and ELL 
partners are included 
in this work so that we 
use each other’s 
expertise. 

We will include 
scaffolding ideas with 
each unit of 
instruction as it’s 
developed throughout 
the year.   

We will include ideas 
for scaffolding for 
each essential 
learning target in our 
unit plans.  
 
We monitor the 
effectiveness using 
our CFA results. 

As time permits, we’ll 
begin developing 
CFAs for the identified 
essential learning 
targets.  

We will make sure our 
Sped and ELL 
partners are included 
in this work so that we 
can use each other’s 
expertise 

We will not rush this 
work but rather strive 
for quality 
assessments over 
quantity. 

We will place CFAs 
into our team folder 
as they are written 
with notes about 
anything we learned 
when we used them 
with our students. 
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SMART Goals Worksheet 
 

School: Nirvana Middle School       Team  Name: 6th Grade Science        Team Leader:  Sam 
Team Members:  Sam, Anna, Hector 
District Goal:  We will increase student achievement and close the gap in all areas using a variety of indicators to document 
improved learning for students.  
 
School Goal: Increase the number of students who are proficient or above on all end-of-year measures.  

Team SMART Goal Strategies and Action 
Steps Responsibility Timeline Evidence of 

Effectiveness 

Our reality:  Last year 
72% of students met 
or exceeded 
standards on the state 
science test. 
Our goal:  This year 
we will have 85% of 
students at meets or 
exceeds.   

At the beginning of 
the year, we’ll 
consider last year’s 
pacing guide to 
determine if we have 
identified the right 
essential standards 
based on student 
performance. 

Our entire team will 
look at this together.  

We want to complete 
this work by 9/15 

New unit plans will be 
added to our team 
folder highlighting any 
changes we’ve made.  

We will unwrap the 
essential standards in 
each of our units of 
instruction shortly 
before we begin to 
teach each unit.  
Essential learning 
targets will be 
identified. 

This work will be 
completed by the 
entire team. 

This step will be 
accomplished by the 
end of each unit.  

Unwrapping 
documents will be 
placed into our team 
folders as we are 
doing the work. By the 
end of the year, all 
essential standards 
will be unwrapped..  
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Because we noticed a 
weakness in 
vocabulary for last 
year’s students, we 
will identify specific 
domain-specific words 
and explicitly teach 
them.  We’ll have 
students keep track of 
the words they’ve 
mastered and focus 
on those not yet 
mastered.  

We’ll ask our EL 
teacher to share 
strategies he/she 
uses to explicitly 
teach vocabulary and 
the entire team will 
have responsibility to 
complete this work 
together.  

September 30—PD 
completed for 
teaching vocabulary 
 
As each unit is 
developed, words to 
be taught explicitly will 
be identified.  
 
We will add a 
vocabulary section to 
each of our students’ 
goal setting sheets. 

We will monitor 
vocabulary on CFAs 
as appropriate and on 
every end-of-unit test. 

We will write CFAs for 
essential learning 
targets to be given 
during units of 
instruction.  

All CFAs will be 
written together by the 
team so that everyone 
has ownership. 

CFAs will be ready at 
least a week before 
they are administered.  
We know we will not 
get them all written 
this year.  

After each CFA is 
administered, we’ll 
debrief its 
effectiveness and 
note any suggested 
changes.  
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SMART Goals Worksheet 
 

School:  Chronically Happy High  School       Team  Name: Geometry         Team Leader:  Nathan 
Team Members:  Nathan, Sarah, Victor 
District Goal:  We will increase student achievement and close the gap in all areas using a variety of indicators to document 
improved learning for students.  
School Goal: Increase the percent of students proficient and beyond proficient on all end-of-year tests. 

Team SMART Goal Strategies and Action 
Steps Responsibility Timeline Evidence of 

Effectiveness 

Our reality:  Last year 
75% of students met 
or exceeded 
standards on the state 
math test. 
Our goal:  This year 
we will have 85% of 
students at meets or 
exceeds.   

One of the 
weaknesses we’ve 
identified on both our 
end-of-unit tests and 
the state test is that 
students struggle 
providing reasons for 
the steps they take to 
solve problems. We 
will add time into each 
unit for students to 
work in groups to 
solve problems 
allowing for more 
student dialogue 
using math 
vocabulary. 

Our entire team will 
work together to plan 
for these problem 
solving lessons.    

Each unit will add at 
least one dialogue 
session for student 
groups.  

We’ll keep a folder 
inside our team folder 
with the problems and 
specific questions 
we’ve developed. 
 
We will evaluate 
student explanation 
on at least one item 
on each end-of-unit 
test.  
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During the year last 
year, we anecdotally 
noticed that our 
students had more 
gaps in their 
understanding of 
prerequisite skills and 
concepts probably 
due to time lost during 
Covid. Our state test 
also showed those 
gaps.  We will 
develop a pre-
assessment to be 
used before each unit 
to identify students 
who need pre-
teaching. 

We will all contribute 
to planning and 
developing these 
assessments.  
 
We will plan together 
how to use this data 
to pre-teach needed 
skills during our 
intervention block.  

Pre-assessment 
developed before 
beginning each unit.  

Each end-of-unit test 
will have a small 
number of problems 
that rely on pre-
requisite skills for us 
to monitor the work 
we are doing.  

While we are 
developing our unit 
plans, we’ll discuss 
with our sped and 
ELL partners 
opportunities to 
scaffold the learning 
for any student who 
needs support.  

We will make sure our 
Sped and ELL 
partners are included 
in this work so that we 
use each other’s 
expertise. 

This will be completed 
as we plan  

We will include ideas 
for scaffolding for 
each essential 
learning target in our 
unit plans.  
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SOLO-THINKING

¡ Scan one of the SMART goals on pages 
13-14 for elementary, 15-16 for middle 
school, and 17-18 for high school.

¡ What “evidence of effectiveness”  
would your team have to demonstrate 
completion of action steps?

¡ Share your ideas at your table.

QUALITY SMART GOALS CONSIST OF TWO 
PARTS: 

¡The goal 
itself and

¡the action 
plan.

1. Goal

2.
2.  Factors We Can’t Change
•
•

3. Current 
Strengths

4. Obstacles 5. Action Plan
•
•

•
•

•
•

•
•

SMART Goal Planning Tool
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1. Goal: We will increase the number of 
students proficient in ELA from 69% to 
75%.

2.

2. Factors We Can’t Change
• Poverty
•Time we have with kids
•Parent Support/ Home Influence

3. Current 
Strengths

•We have 
essential 
standards

•We are 
using a 
benchmar-
king system 
to monitor.

•We have 
a time for 
interventions.

5. Action Plan
•We need to get 
better with Tier 1 by 
using CFAs.
•We need to be 
more specific about 
what kids need in 
Tier 2 and 3.
•We need to 
develop pacing 
guides and unit 
plans to ensure all 
essential standards 
are taught.
•We need to 
develop pre-
assessments

•
•

SMART Goal Planning Tool

4. Obstacles
•We have a 
lot of kids who 
need Tier 
2and Tier 3.

•We have too 
much content 
to teach 

•Our students 
have gaps 
from Covid.

HOMEWORK FOR OUR NEXT SESSION

St
ud

en
t 

Le
ar

ni
ng

Chapter 1: Getting Started As An Instructional Coach

Chapter 2: What do we want students to know and do?

Chapter 3: How will we know if they’ve learned it?

Chapter 4:  How will we respond when some students do not learn?

Chapter 5:  How will we extend the learning for students who are already 
proficient?

What’s the context for your school around 
essential standards?
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