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Targets for Day 1 

•Get clarity about the role of coaches in a PLC, and explore how to use 
coaching questions to move teams forward. 
•Consider the role of the guiding coalition and how coaches can support 
members of this team. 
•Understand what effective collaboration looks like. 
•Investigate ways to shift the leadership role for collaborative teams from 
coaches to teachers.  
•Explore your role as a coach in helping teams answer the Question: What 
do we want students to know and do? 
 
 
How is coaching in a PLC different? 
 
•We advocate a hybrid model: a team-centered, student-learning focused 
model of coaching. 
•Team-centered: In a PLC, collaborative teams are the “engine that drives 
the work.” 
•Student-learning focused teams organize their work around the four 
questions.  
 
Critical Questions Teams Ask 
 
•What do we want students to know and be able to do? 
•How will we know if they can? 
•What will we do if they can’t? 
•What will we do if they already can? 
 
Traditional Coaching vs. PLC Coaching 
 
Working with individual teachers 
 

Working with collaborative teams 

Strongly focused on instructional 
strategies 

Focus on results from using the four 
questions 

“I taught it! 
 

“Students learned it!” 

 
STEP 1:  Shifting the focus on coaching 
 
Successful implementation of the PLC process necessitates a strong 
foundation to support a student-learning focused culture. 
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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.   
 
 
Solo-thinking 
•Read the text from Make it Happen on pages 4-5 of your handout (pages 
17-18 in the MIH book). 
•Consider the current reality in your school(s) around your school’s vision. 
•Using the continuum on page 5, identify where your school fits. 
•In the chat box share that level. 
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How to Get Started as an Instructional Coach    17
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Vision
A school’s vision is a statement of where it is 

trying to go, answering the question, “What 
must this school become?” This question asks 
the school to picture itself in the future hav-
ing achieved its mission of ensuring high levels 
of learning for all. The vision defines the evi-
dence that would be in place—in other words, 
describing the culture within the school, its 

structures to support students, and the insti-
tutionalized actions that reflect a school that 
meets its mission. If your school doesn’t yet 
have a vision statement that clarifies the future 
it is trying to create, try working with the site 
administrator to facilitate a conversation. This 
conversation ideally engages all stakeholders in 
defining the school they would like to see that 
reflects their beliefs.

Coaching Insight

Schools who develop a vision are creating a picture of what their ideal future will 

be. This vision should be inspirational and represent something that teachers believe 

is important and worth fighting for. We know working as a PLC includes difficult work, 

and it’s easy for teams to give up if they don’t perceive that the ultimate outcome is 

worth the work it takes. This means that it’s important to involve as many people as 

possible in creating the vision so they each have some input into the outcome. Also, the 

more tangible the vision feels to teachers the more willing they will be to participate 

in ensuring its outcome. This means that, if possible, the staff should be involved in 

developing the vision. 

What if Our School Hasn’t 
Established Its Vision?

We’ve created visions using different pro-
cesses, but one of our favorites is a version 
of the process Timothy D. Kanold (2011) 
suggests in his book The Five Disciplines of 
PLC Leaders. In his process, he engages all 
stakeholders to create Imagine statements that 
describe a com-pelling picture of the school’s 
future. The pro-cess starts with the facilitator 
asking teams to consider what their future 
school system would look like and offers 
some imagine statements for teams to 
consider, such as the following: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 stu-
dent has access to relevant, engaging, 
and meaningful learning experiences 
every day.

Imagine a school where technology 
strategies are integrated into the stu-
dent learning experience and used as a 
tool for engagement and motivation 
every day.

Imagine a school where every fac-ulty 
and staff member works inter-
dependently and positively in a 
collaborative community to erase 
inequities in student learning.

Imagine a school where every adminis-
trator, faculty member, and staff mem-
ber is fully engaged and enjoys his or 
her work.

Imagine a school where every teacher 
uses formative and summative assess-
ments that inform, enhance, and 
motivate student learning and improve 
instruction. (Kanold, 2011, pp. 12–13)

As participants consider this ideal school of 
the future, they begin to define what it will look 
like as they work together to make it happen.
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What Is the Coach’s Role if Our 
School Already Has a Vision?

More frequently than not, schools have 
already developed a vision for their ideal school. 
When this is the case, the coach’s role may be 
to help the staff articulate specific steps they 
need to take for their vision to become reality. 
Or, the school may task the coach to work with 

teams to engage in the practices necessary to 
succeed in fulfilling the vision.

As a possible starting point, the coach may 
suggest that the staff use the continuum related 
to a school’s vision included in Learning 
by Doing (DuFour et al., 2016). Figure I.5 
illustrates this continuum.

Indicator Pre-Initiating Initiating Implementing Developing Sustaining

Shared Vision

We have 
a shared 
understanding 
of and 
commitment 
to the school 
we are 
attempting 
to create.

No effort has 
been made to 
engage staff 
in describing 
the preferred 
conditions for 
the school.

A formal 
vision state-
ment has 
been created 
for the school, 
but most staff 
members are 
unaware of it.

Staff members 
have participated 
in a process 
to clarify the 
school they are 
trying to create, 
and leadership 
calls attention 
to the resulting 
vision statement 
on a regular 
basis. Many staff 
members question 
the relevance 
of the vision 
statement, and 
their behavior 
is generally 
unaffected by it. 

Staff members 
have worked 
together to 
describe the 
school they 
are trying to 
create. They 
have endorsed 
this general 
description and 
use it to guide 
their school-
improvement 
efforts and their 
professional 
development.

Staff members 
can and do 
routinely artic-
ulate the major 
principles of the 
school’s shared 
vision and use 
those princi-
ples to guide 
their day-to-
day efforts and 
decisions. They 
honestly assess 
the current real-
ity in their school 
and continually 
seek more effec-
tive strategies 
for reducing 
the discrepancy 
between that 
reality and the 
school they 
are working 
to create.

Source: DuFour et al., 2016, p. 48.

Figure 1.5: PLC continuum related to a school’s shared vision.

To use this protocol, teachers read each 
description noting the terms and ideas that 
best articulate their current reality. For exam-
ple, schools in the implementing category have 
a vision, and their leaders (coaches, administra-
tors, and team leaders) refer to that vision regu-
larly. If you are working in such a school, you’ll 
want to ask yourself whether you are articulat-
ing these important connections when you’re 

working with teams. To continue to move for-
ward, read the next level’s description, devel-
oping, to see what actions will help the school 
move forward. In this case, the vision is the 
foundation for school improvement and profes-
sional development. As a coach, you can help 
facilitate a plan for the steps teams must take 
and provide embedded professional develop-
ment to increase teams’ capacity.
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1. Go to bit.ly/xxx 
2. If you wanted to help build a shared vision in your school, you need to 

be able to “visualize” it.   
3. What is your role in making sure the vision is shared across all staff and 

students? 
4. Complete at least one post-it note in each column: “What it looks like, 

What it sounds like, and “What it feels like.” 
 

Coaching Questions 
 

Situation Identified 
 

Why? Questions to Ask 

“I taught it, but they 
didn’t learn it.” 
 

Hasn’t connected the 
“whatever it takes” 
belief to student 
learning. May not see 
how they can use their 
collaborative team to 
help.  

If we’ve agreed to do 
whatever it takes to 
make sure kids learn, 
what would be next 
steps you and your 
team can take? 
 

I have the 
EL/SPED/Other label 
kids in my class, so I 
can’t keep the same 
pace as everyone else. 
Common assessments 
won’t work for me. 
 

  

Team members are not 
following agreed upon 
norms. Meetings aren’t 
very effective. 
 

  

 
 
 

  

 
 
 

  

 
 
 
 

  

6 (c) Jakicic, 2021



Situation Identified 
 

Why? Questions to Ask 
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“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 
 
What great leaders do… 
•Create a strong team with complementary strengths called the guiding 
coalition. 
•Understand the importance of shared leadership. 
 
The Role of the Guiding Coalition 
•A PLC operates most effectively when there is shared leadership. 
•This means that members of the school leadership team must accept 
leadership responsibilities. 
•Reciprocal accountability means that teacher leaders will have the training 
and support they need so that they can support each of the collaborative 
teams. 
 
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 withing established boundaries in a creative and 
autonomous way.  
  -Rick DuFour 
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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

“Are We Focused on the Right Work?” Graphic Organizer

Six Actions Products to 
Monitor

What the 
Leadership Team 
Should Look For

What Support 
Teams Might Need

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

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. 

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.

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

5. The school 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.

6. The team uses evidence 
of student learning to 
inform and improve its 
members’ individual and 
collective practices. 

Source: DuFour, R. (2015). In praise of American educators: And how they can become even better. Bloomington, IN: 
Solution Tree Press.
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One of the primary ways a guiding coalition provides support to do this work 
happens when they share products during their meetings. The guiding 
coalition makes sure that all collaborate teams are making progress in their 
work but also provides support to any teams who are struggling.  As a coach 
you may be asked to provide that supports so it’s important you are part of 
the monitoring process. Coaches don’t need to monitor all these products 
nor do they need to monitor them all at the same time.  Figure E.4 shows 
some of the typical products a team generates as well as the characteristics 
the leadership team should monitor.  
 

Product Characteristics to Monitor 

Commitments The leadership team makes sure collaborative teams do the following. 

• Commitments are few in number. 

• Commitments focus on team behaviors not what others will do. 

• If a team member doesn’t follow the names, the teams has 
established a way to react.   

Agendas The leadership team makes sure collaborative teams do the following. 

• Items focus on the PLC four critical questions. 

• Teams build consensus for critical decisions. 

• All team members participate. 

SMART Goals The leadership team makes sure collaboratives do the following. 

• Goals meet the SMART criteria. 

• Goals are stretch goal (they require collaboration from everyone to 
be successful). 

• The action plan is specific enough to likely result in success. 
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Products from PLC critical question 1: What knowledge, skills, and dispositions 
should every student acquire as a result of this unit, this course, or this grade 
level? 

Product Characteristics to Monitor 

Essential Standards The leadership team makes sure collaborative teams do the 
following. 

• Standards come from the required state (or province) 
standards. (We recommend the teams keep the standard 
language until standards are ready to use with students.) 

• Standards represent approximately one-third of the curriculum. 

• Standards align vertically. 

Pacing The leadership team makes sure collaborative teams do the 
following. 

• Team members have a pacing guide or curriculum map that 
establishes when common formative assessments they will give 
them. 

• The pacing guide has time after each common formative 
assessment for the team to respond. 

• The essential standards are evident and more time is allocated 
in the pacing guide to ensure all students are learning.  

Unwrapping The leadership team makes sure collaborative teams do the 
following. 

• Teams unwrap each essential standard to identify the learning 
targets members must teach. 

• Teams agree on what proficiency will look like for each learning 
target. 
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Products from the PLC critical question 2: How will we know when each student has acquired 
the essential knowledge and skills? 

Product Characteristics to Monitor 

Common Formative 
Assessments 

The leadership team makes sure collaborative teams do the 
following. 

• The assessment is short. 

• The assessment focuses on one to three learning targets. 

• Assessments show evidence of rigor. (Look for constructed-
response questions rather than multiple-choice questions.) 

Student Involvement The leadership team makes sure collaborative teams do the 
following. 

• Teams post learning targets in student-friendly language. 

• Teams list learning targets on assessments. 

• Students have some responsibility in responding to the results. 

Use of Benchmark or 
Interim Assessments 

The leadership team makes sure collaborative teams do the 
following. 

• Teams use these assessments to identify students who haven’t 
mastered all the previous years’ essential standards. 

• Teams use the information to judge its own effectiveness. 
Collaborative teams ask themselves, “Have we paced the 
curriculum correctly? Are our instructional practices working to 
get students to proficiency?” 
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Products from PLC critical questions 3 and 4: How will we respond when some students do not 
learn? And How will we extend the learning for those who are already proficient? 

Product Characteristics to Monitor 

Use of Time The leadership team makes sure collaborative teams do the 
following. 

• Teams provide time for corrective instruction after common 
formative assessments. 

• Teams develop a way to identify students needing Tier 2 and Tier 
3 instruction. 

• The leadership team assures that all students have access to all 
three tiers of intervention 

Effective Response The leadership team makes sure collaborative teams do the 
following. 

• Teams can demonstrate how they differentiates based on the 
results after a common formative assessment. 

• Teams challenge proficient students to go beyond. 

Figure E.4: List of team-generated products and characteristics the leadership team monitors. 

 
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.  

The 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 for those who already can? 
 
Dangerous Detours and Seductive Shortcuts. 
-Dividing up the work or taking turns planning and writing assessments 
-Focusing solely on lesson planning. 
-Having meetings not focused on the four questions 
-Wasting time making announcements 
-Not having protected time to do the work 
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Apollo 13 Video 
What characteristics do you see that makes this 

team high performing? 
 
 
 
 
 
 
 
 
 

Team Behaviors That Support Collaboration in a PLC 
•Teams agree to norms 
•Teams work from an agenda and use minutes to record decisions. 
•Teams write and use SMART goals to direct their work. 
•Teams understand decision-making and use consensus. 
 
Norms—The standards of behavior by which we agree to operate while 

we’re in this group. 
 

Compare These Norms 
 
We will come to the meetings on 
time. 

We will actively contribute and 
come prepared to each meeting. 

We will take turns so that everyone 
has a chance to talk. 

We will work toward consensus and 
honor the different perspectives in 
the group. 

When we don’t agree, we’ll agree 
to disagree. 

When we disagree we will seek 
research on best practices to 
resolve our differences. 

We will avoid comparing one 
teacher’s results to the others’ on 
the team. 

We will value data for what they tell 
us to do next and will not make 
excuses for them. 
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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. 
 
Protocol—A step-by-step process teams can use to effectively do their work. 
Protocols help teams stay on task and on time. 
 
Monitor the Products of Collaboration—Norms 
 
•Norms should be few in number. 
•They should focus on the behavior of the team. 
•You should have agreement about how you will “call out” a violation. 
 
Breakout Room #1 
•You will randomly be assigned a breakout room. 
•Determine who will be the facilitator (person whose birthday is closest to 
today. 
•Discuss the current use of norms by teams in your school. What are teams 
required to have in place? 
•If a team is having difficulty getting along, do they add a norm to help 
change that behavior? 
•Do teams monitor their own norms? 
•What coaching questions can you add for teams who are having difficulty 
with norms? 
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The Collaborative Team Plan Book for PLCs at Work © 2021 Solution Tree Press • SolutionTree.com 
Visit go.SolutionTree.com/PLCbooks to download this page.

REPRODUCIBLE

Identifying Team Norms Protocol
Directions: The team facilitator can use the protocol on this page to help team members collaborate around 
e!ective norms. 

Step Action

1

Make sure the team members understand why they are writing these norms and how they will 
use the norms to make their collaborative practices more e!ective. Remind the team members 
of the areas they might want to consider as they are writing their own norms: decision making, 
participation, time management, response to conflict, and confidentiality.

2

Ask team members to each reflect on unsuccessful teams they have been on before or have 
observed in their work. What were the negative behaviors that prevented the teams from func-
tioning at high levels? Members should write each negative behavior on a sticky note. Make sure 
teachers do this step individually and without discussion.

3
Collect and review all the sticky notes, asking for clarification if needed. Cluster any similar behav-
iors together.

4
Ask team members to consider successful teams they’ve been part of. What positive behaviors 
did these teams engage in? Again, have members write these behaviors on sticky notes. These 
sticky notes should be a di!erent color than the sticky notes from step 2.

5

After collecting the sticky notes from each team member, cluster any similar behaviors together, 
and seek clarification on those that are ambiguous. As a team, take some time to link the positive 
behaviors with the negative behaviors that would diminish the positive ones if implemented. If 
a negative behavior doesn’t have a corresponding positive one, the team should discuss and 
develop a positive action to diminish the negative behavior.

6
Initiate an open discussion about which of the positive behaviors the team members want to 
include on their final list of norms.

7

If there is disagreement about a norm, allow time for discussion about how the norm would help 
the team in its work. After thoroughly discussing the norm, use the fist to five strategy to see 
where the team is on consensus for that norm. To use this strategy, each member holds up the 
number of fingers that represents his or her confidence in this product. A five represents 100 
percent agreement, and a fist represents complete disagreement. Ideally, there are no fists, but 
teams must ensure all members hear from any dissenting voices. Learn more about this strategy 
in Learning by Doing (DuFour et al., 2016).

8
The team members need to agree on how they will handle situations when a team member 
violates an agreed-on norm. Suggest that the team members have to be willing to take responsi-
bility for the way the team works together and that they must care enough to confront.

9
Capture the final set of norms in writing, and publish them for use at all team meetings. Start 
each meeting with a review of the norms, and plan to revisit them twice a year.

Source: DuFour, R., DuFour, R., Eaker, R., Many, T. W., & Mattos, M. (2016). Learning by doing: A handbook for Professional 
Learning Communities at Work (3rd ed.). Bloomington, IN: Solution Tree Press.

16 (c) Jakicic, 2021

go.SolutionTree.com/PLCbooks


Monitor the Products 
¡ Norms should be few in number. 
¡ They should focus on the behaviors of the team. 
¡ You should have agreement about how you will “call out” a violation. 

 
Effective Agendas 

¡ Agenda items should reflect that the team is working on the 4 critical 
questions. 

¡ The agenda for the next meeting should be generated at the end of 
each meeting. 

¡ Announcements should be done via email or newsletters. 
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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

Sample Meeting Agenda

P

A

D

S

Facilitator: Recorder:

Timekeeper: Norms:

1. Focus it (first three to five minutes): Review the meeting focus and desired end result. Provide a brief 
description of the process. 

• Where are we in the cycle? What did we plan to accomplish today?

• What will we walk away having done or created (for example, decisions, products, plan of action)?

• What process will we be using (for example, brainstorming, examining protocol for reviewing student 
work, identifying assessment items)? 

2. Do it (majority of the meeting): Discuss and determine actions (time allotted !!!!!!!!).

• Facilitator guides the team through the process.

• Recorder takes notes on key decisions or products made.

• Timekeeper helps to monitor the progress of the team during the allotted time. 

3. Review it (last five minutes): Discuss what the team accomplishes and determine next steps and 
assignments (time varies). Collaboratively establish the next agenda.
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SMART Goals 

 
S  

M  

A  

R  

T  
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SMART Goal Planning Tool—Second Grade  ELA 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 

# 1 Goal 

1.Goal—We will increase the number of students 
proficient in ELA from 75% to 85%. 

2. 
2.  Factors We Can’t Change  
•Parent support/home influence 
•Time we have with students  
• 

3. Current 
Strengths 

4. Obstacles 5. Action Plan 
 

•We need to rework our 
unit plans to add skills and 
standards that were 
missed last year. 
 
•We need to explicitly 
teach phonics skills that 
were missed last year.  
 
 
•Our CFAs need to tell us 
where the learning 
stopped. 
 
•By using a response day 
in our classrooms, our 
intervention period can be 
more specific.  
 
 
 
 
• 
 
• 

•We have 
essential 
standards. 
 
•We are using 
MAP data to 
identify Tier 2-3 
students. 
 
•We have a 
time set aside 
for interventions 
in our schedule.  

•Students 
missed time 
from Covid 
 
•We can 
identify 
students who 
aren’t 
proficient but 
can’t always 
know why. 
 
•We have too 
many different 
needs in 
interventions.  
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SMART Goal Planning Tool 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

# 1 Goal 

1. Goal 

2. 
2.  Factors We Can’t Change 
• 
• 

3. Current 
Strengths 

4. Obstacles 5. Action Plan 
 

• 
 
• 
 
 
• 
 
• 
 
 
• 
 
• 
 
 
 
• 
 
• 
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Dangerous Detours and Seductive Shortcuts 
¡ Your team wants to set a low number for increasing the % of students 

who meet standards. 
¡ Your team wants to focus only on the process not the outcome. (e.g., 

use research-based instructional strategies) 
¡ Your team isn’t a ”tested” content area. How do you measure results? 

 
 
Why Teachers Might Be Reluctant 

¡ It’s the way we’ve always done it. 
¡ There might be a lack of trust among team members. 
¡ They may feel they don’t know how to effectively run the meeting. 

 
How to Turn Over the Work 
Gradual Release of Responsibility 
 I do, we do, you do… 
Step 1: Model the process for them 
Step 2: Scaffold the process 
Step 3: Debrief afterwards. 
 
 
Turning Over Responsibility From the Coach to the Team 
 
Think about the concept of gradual release of responsibility taught by Doug 
Fisher and Nancy Frey for students in a classroom.  They recommend we use 
the sentence “I do, we do, and you do” to explain how to turn over the 
responsibility for learning to our students. We can think about turning over the 
role of facilitator to teams in the same way.  First, there is training of sorts 
sharing effective facilitation strategies for the team member who will be 
taking on the leadership role. Coaches may start the transition by modeling 
ways to run effective team meetings.  This is the “I do” step.  Then the leader 
takes on the responsibility with the coach providing support in planning the 
meeting and suggesting ways to move the team forward. This is the “We do” 
step.  Finally, the team member takes on responsibility for running the 
meeting, but continues to receive support as a member of the school’s 
guiding coalition, where team leaders share strategies and products. This is 
the “You do” step.   
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Essential Standards 
Essential standards are ones that all students must know and be able to do 
by the end of the year. Common formative assessments are based on these 
standards. (They often are called power or priority standards.) You guarantee 
that students who do not (yet) master these standards receive time and 
support. 

 
Criteria for Essential Standards 

 

Endurance: knowledge and skills that are valued beyond a single test date. Examples are  
1) point of view, and 2) place value. 
Leverage: knowledge and skills that are valued in multiple disciplines. Examples are  
1) reading informational text in other subject areas, and 2) unit rate problems in math that 
are used for science. 
Readiness: knowledge and skills that are necessary for success in the next grade level or next 
unit of instruction. Examples are: 1) letter-sound recognition, and 2) logarithms. 

 
Consensus 

Consensus occurs when everyone’s view has been heard and the will of the 
group is obvious even to those who oppose it the most.    

--Rick DuFour 
 

Ways to Come to Consensus 
¡ If everyone believes it is essential or not essential, the decision is easy! 
¡ If one or more team members has a different opinion, listen to the 

reasons (e.g., is is introduced rather than mastered). 
¡ Read the standards for grade levels before and after yours. 
¡ Clarify why by using the criteria: endurance, leverage, and readiness. 
¡ Consider if there are other standards that are similar. 

 
Vertical Alignment 

When each team has completed the process of choosing a draft set 
of essential standards, it is important that they take time to talk with 
those teachers before and after their grade level or course to make 
sure that there isn’t too much redundancy or gaps in what’s being 
assessed and guaranteed. 
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1

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 in 
the process. Some standards 
will start with total agreement 
(everyone believes it is or is 
not essential), but the majority 
involves discussion.

The team develops a rough 
draft list of essential standards, 
which represents the collective 
thinking of the team after 
discussion.

While team leaders should take 
a leadership role in this process, 
the coach can provide support 
and 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 with the team 
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.
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1

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 text-dependent 
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. 

Coaches create a final draft list 
of essential standards for each 
team in the building, which 
reflect the outcomes of each of 
the previous steps.

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

Source: Adapted from Ainsworth, 2004. 

Figure 2.1: Protocol for choosing essential standards. 

Engage in Vertical 
Alignment Conversations

The purpose of engaging in vertical align-
ment is to examine the essential standards 
from grade level to grade level or from course 
to course to make sure there are no gaps in stu-
dent learning or unnecessary repetition. One 
way teams can accomplish vertical alignment 
is to consider learning progressions. We like W. 
James Popham’s (2007) definition for a learn-
ing progression. Popham (2007), an expert on 
educational testing, defines it as “a carefully 
sequenced set of building blocks students must 
master en route to mastering a more distant 
curricular aim” (p. 83). Some standards are 
written with these progressions in mind. 

For example, educators and other officials 
developed the Common Core ELA (NGA & 
CCSSO, 2010a) and identified a final outcome 
(called an anchor standard) and backward map-
ping for how a student can get there begin-
ning in kindergarten. High-performing teams 

understand the importance of students learning 
prerequisite skills in each grade level in English 
language arts so they are able to reach mastery 
of the anchor standards by graduation. In their 
work identifying essential standards, teams will 
want to consider these progressions, looking 
for when there is a major jump in rigor from 
one grade level to another or when they add a 
new concept.

We recommend that schools and districts use 
a protocol for their vertical alignment of stan-
dards. In many cases, a coach may effectively 
facilitate this process because he or she comes 
to the process with little bias and often expe-
rience working with lots of different teams. If 
the school doesn’t have a coach, the facilitator 
might be an administrator, a curriculum coor-
dinator, or another person who understands the 
process. Figure 2.2 (page XX) shows a proto-
col for vertical alignment of standards we have 
found to be effective. 
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1

Step Action Anticipated Time 
of Completion

1 All teams write their draft list of essential standards on chart paper and 
post it in a location accessible to everyone. The best way to do this is to 
cluster all grade levels or courses in one area of the room. For example, in an 
elementary school aligning its ELA standards, teams post all these standards, 
from kindergarten through fifth grade: reading, writing, speaking and 
listening, and language. 

Fifteen minutes

2 One representative from each team gives an elevator speech (two minutes) 
sharing any important considerations his or her team makes in choosing 
essential standards. For example, a kindergarten representative may explain 
that the team chooses many more phonemic awareness or phonics standards 
than any other cluster because it believes these are the most important 
standards for all students to learn at their grade level. 

Fifteen minutes

3 The coach or facilitator asks all participants to “walk the wall,” paying 
particular attention to the standards before their grade level or course and 
those after their grade level or course. Notice any gaps or redundancies. 

Fifteen to thirty 
minutes, depending on 
how much the teams 
talked about this work 
before the meeting.

4 The coach or facilitator should take some time with the entire group looking 
at each cluster and responding to any noted gaps or redundancies. If teams 
agree, they can make changes. 

Thirty to forty minutes

5 The coach or facilitator asks teams to pair up by having two grades or 
courses work together. The coach or facilitator asks the team to consider 
questions (see figure 1.3, page XX) that apply to their standards. Encourage 
participants to add or delete standards as they make decisions. 

You might provide participants with the following sentences stems. 

• We wondered . . .

• We noticed . . .

• We wish . . .

Twenty minutes

6 The coach or facilitator then asks the group to change which team they’ve 
paired up with, giving them a chance to talk with teachers in the grade 
level or course before and after theirs. For example, if a second-grade team 
worked with first grade in step 5, they will work with third grade in step 6. 
Discuss the same alignment questions (see figure 1.3, page XX).

Twenty minutes

7 The coach or facilitator asks the following question, “If a student attends 
our school or district and only learns these standards, would the student be 
prepared for the next level?” 

Ten minutes

Figure 2.2: Protocol for vertical alignment of essential standards. 

Figure 2.3 (page XX) provides example dis-
cussion questions for vertical alignment of 
English language arts standards. In working 
with schools as they engage in this process, we 
have found that having some general questions 

for teams to consider before they finalize their 
list of essential standards helps participants 
feel confident that they’ve chosen the right 
standards.
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Targets for Day 2 
¡ Learn how to coach teams to use a balanced assessment 

system to answer Critical Question 2: How will we know if 
they can? 

¡ Explore ways to use results of common formative assessments 
to plan effective responses. 

¡ Discuss the role of the leadership team, the collaborative 
team, and the school intervention team in developing an 
effective response system. 

¡ Investigate extensions, enrichment, and acceleration as 
ways to answer Question 4 : what will we do for those who 
already can? 

 
Teacher Autonomy? 

Instruction •All  
Assessment •Some 
Curriculum •None 

 
Summative assessment is the attempt to summarize student learning at some 
point in time.  Summative assessments are not designed to give feedback 
useful to teachers and students during the learning process. 

Formative Assessment: An assessment functions formatively to the extent that 
evidence about student achievement is elicited, interpreted, and used by 
teachers, learners, or their peers to make decisions about next steps in 
instruction that are likely to be better, or better founded, than the decisions 
they would have made in the absence of evidence. 

Common Formative Assessments 
Common Formative Assessments are team-designed, intentional measures 
used for the purpose of monitoring student attainment of essential learning 
targets throughout the instructional process.  
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 Classroom 
Formative 

Common 
 Formative 

Common 
Summative 

Periodic/ 
Benchmark 

Annual 

Developed 
and used by 

Developed and 
used by individual 
teachers 

Developed and 
used by 
collaborative 
teams 

Developed and 
used by specialists, 
individual teachers 
and/or teams 

Developed by 
districts OR 
“external 
experts” 
Used by schools 
and/or districts 
 

Developed by 
“external experts” 

Frequency 
 

At least daily Frequently Once or twice a 
unit 

Quarterly or By 
Trimester 

Once a year 

Examples •Checks for 
understanding 
•Short, frequent 
formative 
•Exit slips 
•White boards 
•Clickers 

•Short assessments 
around a small 
number of learning 
targets 
•administered 
frequently 
 

•End of unit tests •District quarterly 
benchmarks 
•MAP 

•State 
Assessments 
•Language 
Development 
Assessments 
•AP, EOY 

Purpose •Making “in the 
moment” decisions 
•Keep/change 
lesson plans 
 

•Identify students 
who need more 
Tier 1 help. 
•Drive core 
instruction 
•Learn together 
about strategies 

•Can students put 
smaller skills and 
concepts together 
to show mastery of 
standards. (e.g., 
writing an essay, 
reading 
comprehension) 

•Identify students 
who need more 
Tier 2 or 3 help 
•Progress 
monitoring for Tier 
2 and 3 
•Universal 
screener 
•Monitor SMART 
goals 

•Measure student 
learning 
•Award credit 
•Identify strengths 
and weaknesses 
of programs 
•Write SMART 
goals 
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Quick Check—Purposes of Assessment 
 

Type of Assessment  Purpose 
Common Formative 

Assessments 
 Provides information about 

what students already know 
and shows what gaps they 
have in their pre-requisite 
learning before you start 
teaching a unit 

Common 
Summative 

Assessments 

 Used by teams DURING 
INSTRUCTION to check 
whether students have 
learned what is being taught, 
and to understand what 
instructional strategies are 
most effective; used to guide 
Tier 1 support 

Benchmark  
Assessment 

 Used by teachers DURING 
INSTRUCTION to check 
whether students have 
learned what is being taught. 

State Test  At the end of a unit, these 
are used to check 
whether students can put 
all the skills and concepts 
taught during that unit 
together; can be used to 
guide Tier 2 support 

 
Pre-assessments  Used to periodically check if 

students are making progress 
toward the end of the year 
standards; can help identify 
the need for Tier 2 support 

Universal Screener  Used to measure overall 
student learning, 
effectiveness of pacing, 
curriculum, and instructional 
strategies 

Classroom Formative 
Assessments 

 Used early in the year to 
identify students who are 
significantly below grade 
level so that they can get 
intensive (Tier 3) support 
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Standard Learning Targets Common 
Formative  

Assessments 

Summative 
Assessment 

Students analyze,  
make inferences and  
draw conclusions 
about expository text 
and provide evidence 
to support their 
understanding. 
Students are expected 
to: (a) summarize the 
main ideas and 
supporting details in a 
text , demonstrating an 
understanding that a 
summary does not 
include opinions. 
(c) explain how 
different organizational 
patterns (e.g., 
proposition-and-
support, problem-and 
solution) develop the 
main idea and the 
author’s viewpoint. 
 6th Grade 

Analyze expository text Given a new 
piece of 

informational/ 
Expository text 
students will be 
asked to create 

a summary. 

Students will be given 
a new piece of 

information/expository 
text and asked read 

and analyze. They will 
need to provide a 

summary, identify the 
organizational pattern 

of the text 
(proposition-and-

support or problem-
and-solution) and 

analyze the author’s 
viewpoint 

Make inference about expository 
text 

Draw conclusions about expository 
text 

Provide evidence to support 
understanding 

Summarize main ideas and 
supporting details 

Given a new piece 
of text, students will 
be asked to identify 
the organizational 
pattern and how 
that pattern helps 
the author develop 
the main idea. 

Demonstrate understanding that a 
summary doesn’t include opinions 

Explain how different organization 
patterns develop the main idea  

Explain how different organization 
patters develop an author’s 

viewpoint 
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What are Learning Targets 
 Learning targets are the increments of learning that make up the journey to 

achieving the overall standard. 

 They include all of the skills and concepts students must acquire to master 
the standard. 

 (Common) formative assessments are designed around learning targets 
rather than standards. 

Learning targets may be written as “I can” statements in student-friendly 
language. 

 
 

How are CFAs Designed Differently Than Summative Assessments 
•Summative assessments are written around standards and common 
formative assessments are written around targets. 
•Common formative assessments are given DURING the unit of instruction/ 
summative assessments are given when the instruction is finished. 

 
 
Around The Target: 
 
Item #1 
Learning target: I can recognize equivalent fractions through visual fraction 
models. 
 
Determine which fractions are equivalent. 
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Consider this standard: Develop and use a model to describe the 
function of a cell as a whole and ways parts of cells contribute to its 
function.  

Formative assessment item: Add or adjust your cell model to explain 
how a semi-permeable membrane is necessary for life. 

Summative assessment item: Use you cell model to explain the following 
parts of a cell and how they function to support  living things: cell wall, 
cell membrane, nucleus, mitochondria, and chloroplasts. 
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4

Coaching Tips 

As you work with teams in the unwrapping process, you may encounter some 

challenges. The following are five common challenges and ideas for how to facilitate 

conversations around these concerns.

1. Oversimplification: At times, teams simply reorganize the standard and put it into 

the template rather than really thinking about what it would take for a student 

to successfully demonstrate the standard in action. The coach should ask, “What 

is the end in mind for this standard?” He or she should reference the essential 

standards documents that describe end-of-year proficiency. The coach should 

go on to ask, “What would it really take for students to get there? What would 

they have to learn about? What would they need to specifically achieve that 

final product?”

2. Leaping: The progression of learning isn’t represented because several learning 

targets weren’t included or team members weren’t reading between the lines. 

The coach should ask, “What smaller skills or concepts would be necessary to 

accomplish this larger task?”

3. Partial thinking: The targets that the unwrapping process identifies doesn’t get 

to the standard ceiling. In other words, team members focus on the simpler skills 

or concepts and don’t include all aspects of the standard. The coach should ask, 

“Does this set of learning targets seem to reach the most rigorous parts of this 

standard? Does it align to the end-of-year picture of proficiency created in the 

essential standards document?”

4. A focus on the activity or teaching strategy instead of the learning: Teams 

often stray in their focus toward lesson planning ideas or activities instead of the 

purpose of unwrapping—clarifying the intent of the standard and the smaller 

pieces of learning (learning targets) students must attain to achieve that standard. 

The coach should ask, “When you look at the end in mind for this unit of study, 

what smaller skills will students need to have? What concepts do they need to 

learn? Before we move into how we will teach those things, let’s decide what 

those things are so we’re designing our instruction and assessment accurately.”

5. Pushback: A coach may encounter situations in which teachers have already 

engaged in some type of unwrapping, possibly not connected to other parts 

of the process (such as designing instruction or assessment). They may see it 

as busywork disconnected from other parts of the process and are reluctant to 

engage in the process. The coach should ask, “What was the value of unwrapping 

this standard? How did it help you become clearer regarding the intent of 

the standard and the smaller pieces? How might this help as you design your 

instruction and assessment? How might this help students?” The coach should 

ask the last question following the experience of collaborative unwrapping of a 

standard. Teams should unwrap a standard that teachers will emphasize in an 

upcoming unit of study so there is immediate value and relevance.
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Developing a Unit Plan to Include Common Formative Assessments 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 
 
 
 
 
 
 
 
 
 

5 Days to Teach Targets 1-3 
Team 

Meeting 
to Plan 

 

CFA-1 
Teach 

Target 4 

Team 
Meeting 
to Plan 

 

Response 
Day 7 Days to Teach Targets 5-7 

CFA-1 
Teach 

Target 8 

Response 
Day 

5 Days to Teach Targets 9-11 
(including one flexible day 

End of 
Unit Test 

Team 
Meeting 
to Plan 
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Social Studies 

 
ELA 

DOK 
1 

•recall facts, terms, concepts, trends 
•recognize or identify specific 
information contained in maps, charts, 
tables, graphs, or diagrams 

•identify figurative language 
•fluency 
•know vocabulary 
•use punctuation correctly 
•write simple sentences 
•apply grammar rules 
•decide what text structure is 
appropriate to audience and purpose 

DOK 
2 

•compare or contrast people, places, 
events and concepts 
•convert information from one form to 
another 
•give an example 
•classify or sort items into meaningful 
categories 
•describe, interpret, or explain issue 
and problems, patterns, reasons, cause 
and effect, significance or impact, 
points of view 

•give examples/non-examples 
•identify main idea, locate information 
to support central ideas 
•simple inferences 
•using context clues 
•predict outcome 
•summarizing 
•distinguish relevant-irrelevant 
information, fact/opinion 
•first draft writing 
•notetaking 
•outlining 

DOK 
3 

•use evidence 
•draw conclusions 
•apply concepts to new situations 
•use concepts to solve problems 
•analyze similarities and differences in 
issues and problems 
•propose and evaluate solutions to 
problems 
•recognize and explain misconceptions 
•make connections across time and 
place to explain a concept. 
 

•explain, generalize, or connect ideas 
•how author’s purpose affects the text 
•summarize info from several sources 
•identify abstract themes 
•analyze information and 
interrelationships 
•use reasoning and evidence to 
generate criteria for making and 
supporting an argument 
•writing for different purposes 
(awareness of audience) 
•using complex structures and ideas in 
writing 
•revise final draft 

DOK 
4 

•analyze and synthesize information from 
multiple sources 
•examine and explain alternate 
perspectives 
•illustrate how common themes and 
concepts are found across time and 
place 
•make predictions with evidence 
•develop a logical argument 
•plan an develop solutions to problems 

•analyze and synthesize from multiple 
sources 
•explain alternate perspective from a 
variety of sources 
•Define similar themes over a variety of 
texts 
•Evaluate relevancy, accuracy and 
completeness of info across sources. 
•writing with voice 
•writing with information from a variety 
of sources 
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 Math Science 
DOK 
1 

•knowing math facts 
•apply an algorithm, rule, or formula 
•Evaluate an expression 
•Represent math relationships in words, 
pictures or symbols. 
•Solve linear equations 
•Make conversions. 
•Retrieve information from a table or 
graph 

•definition 
•simple procedure (one step) 
•know a formula 
•represent in words or diagrams a 
concept or relationship 

DOK 
2 

•make a decision about how to 
approach a problem 
•Explain steps followed 
•Use models or diagrams to represent 
math concepts. 
•at least 2 step problems 
•interpret info from table or graph 
(simple) 
•Construct models given criteria 
•Extend a pattern 
•Generate conjectures based on 
observations or prior knowledge and 
experience. 
 

•specify and explain the relationship 
between facts, terms properties, or 
variables 
•Describe and explain examples and 
non-examples of science concepts 
•Select a procedure according to 
specified criteria and perform it 
•Formulate routine problem given 
data and conditions 
•Organize, represent, and interpret 
data 

DOK 
3 

•make and justify conjectures 
•draw conclusions from data 
•justify reasoning especially when tasks 
have more than one right answer 
•citing evidence 
•Use concepts to solve non-routine 
problems 
•Design an investigation for a purpose or 
question. 
•Generalize a pattern 
•Verify reasonableness of results 

•Explain their thinking about an answer 
•Identify research questions and 
design investigations for a scientific 
problem 
•Solve non-routine problems 
•Develop a scientific model for a 
complex situation 
•Form conclusions from experimental 
data 

DOK 
4 

•requires complex thinking over a period 
of time (with different tasks) 
•requires planning 
•making connections between a finding 
and related concepts 
•critiquing design 
•Analyze multiple sources of evidence 
•Design a mathematical model to 
inform or solve a practical or abstract 
situation 
 

•complex reasoning, experimental 
design and planning 
•Based on provided data from a 
complex experiment that is novel to 
the student, deduct the fundamental 
relationship between several 
controlled variables. 
• Conduct an investigation, from 
specifying a problem to designing and 
carrying out an experiment, to 
analyzing its data and forming 
conclusions 
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Validity—Does the assessment assess what we wanted it to assess? Will it tell 
me whether or not the students learned the material I wanted them to learn? 
 
Reliability--Can I rely on the information to make decisions about what to do 
next for my students? Does it tell me with confidence whether the student is 
ready to move on or if (s)he needs more time and support? 
 
 
Making Assessments Valid 
 Unwrap standards into the learning target to clearly uncover the important 

knowledge and skills we want to teach and assess. 

Create an assessment planning chart to assure that we have assessed each 
of those targets at the level we expect students to reach. 
 
Assessment Planning 

• Identify the specific targets to be assessed. (1 or 2 work best) 
• Determine the level of cognitive demand. (What kind of thinking?)  
• Decide what type of assessment items and how many to use. 

– Selected Response for knowledge, application, analysis 
– Constructed Response for higher level 

• Consider how much time the assessment will take. 
 
What Targets Should We Choose? 

Should be targets that are essential for student learning: 
– Targets that are often difficult or lead to misconceptions 
– Targets that are prerequisite to future learning 
– Targets that are absolutely necessary for students to know 

 
You accomplish more reliable teacher-created assessments by: 
1.  Having enough items for each target so that a student isn’t able to guess 
the answers and appear “proficient” or misread items and appear “not 
proficient.” 
2.  Assuring that items are constructed with good format to minimize 
misunderstanding or guessing. 
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Assessment Planning Chart 
Learning 
Targets 

Level of Cognitive Demand 

DOK 1 DOK 2 DOK 3 DOK 4 What will 
proficiency look 

like? 
Identify the 
organizational 
pattern the author 
is using in a text 

 

 4 multiple 
choice 

  3 of 4 correct 

Explain how 
different 
organization 
patterns develop 
the author’s 
viewpoint 
 

  1 
constructed 

response 

 “proficiency” 
on the rubric 
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Assessment Planning Chart 
Learning 
Targets 

Level of Cognitive Demand 

DOK 1 DOK 2 DOK 3 DOK 4 What will 
proficiency look 

like? 
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Cut Scores 
•Cut scores are used with summative assessments to measure 
where a student is at a given point in time. 
•A cut score can be used to determine if a student “passes” a 
summative test. 
•Cut scores DON’T tell you what to do next for students. 
 
Data Analysis 
•Target by target, student by student. 
•Don’t use grades, cut scores, or averages. 
•Analyze one target at a time. 
•Did all of the students make the same mistake? If so, the planned 
response is the same. 
•If they made different errors, they need a different response. 
 
Common Formative Assessments 
•With a common formative assessment, you want to analyze the results 
target by target. 
•The team starts with one target and examines the student responses to 
determine the misunderstandings and misconceptions. 
•They plan the response based on the misconception. 
 

 
Error Analysis 

 
Step One: Identify the item(s) that are connected to a learning target. 
 
Step Two: Consider what the distractor they chose tells you about their 
misunderstanding or misconception. 
 
Step Three: Plan a response that picks up where their learning stopped.  
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Items for NGSS Performance Expectation MS-ESS3-2	

This work is licensed under a Creative Commons Attribution 4.0 License by the Stanford NGSS Assessment Project. 
http://snapgse.stanford.edu/  

The first graph below shows how many major landslides happened in North Carolina 
since 1875. 

The second graph shows the years of high rainfall in North Carolina. 

4. Experts	want	to	use	these	data	to	inform	their	preparations	for	future	landslides.

Use	what	you	know	about	landslides	to	help	them	understand	what	the	two	graphs

above	mean.

a. The	number	of	landslides	had	nothing	to	do	with	the	amount	of	rain.

b. The	higher	the	amount	of	rain	during	a	year,	the	more	landslides	happened.

c. The	number	of	landslides	and	the	amount	of	rain	are	decreasing	over	time.

d. Landslides	happened	when	there	was	more	than	100	mm	of	rain	during	a	year.
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Pile and Plan 
 

STEP ONE—Identify what the essential learning target is for the question and 
what proficiency looks like on the rubric. 
STEP TWO—Separate student work samples into two piles: those who were 
proficient (or beyond), those who were not proficient. 
STEP THREE—For those students who were not proficient, consider what 
evidence you have that can help you create a hypothesis about what the 
student(s) misunderstood or where the learning stopped. Create separate 
piles for each hypothesis 
STEP FOUR—For each pile, collaboratively plan what the corrective instruction 
will look like. 
STEP FIVE—Plan how to extend the learning for students who are proficient on 
the essential learning target. 

 

 
Liam is making lemonade.  He needs 16 ounces of lemon juice. He has 10 
lemons. 
 

 
 
Each lemon makes about 1 ½ ounces of lemon juice.  Will he have enough 
lemon juice? Explain how you know. 
 
Scoring Rubric 

Proficient  Partially Proficient Not Proficient 
The student solves the problem 
correctly and is able to show 
an appropriate solution 
pathway explaining their 
answer. 

The student does not show 
complete understanding of the 
learning target.  (S)he either 
makes an error in executing the 
process; or  solves the problem 
correctly, but doesn’t provide 
an explanation of how. 

The student doesn’t show any 
understanding of the learning 
target.  (S)he either chooses an 
inappropriate solution pathway 
or provides an explanation that 
shows misunderstanding of the 
problem. 

 
 

Fourth Grade Math Learning Target:  Solve word problems involving multiplication 
of a fraction by a whole number. 
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 Bookend  Bookend  

Target Prerequisite 
target 

(7th Grade) 

Simpler 
Targets 

Proficiency 
Target 

(8th grade) 

Extended 
Target 

Analyze how 
the author 
acknowledges 
and responds 
to conflicting 
evidence or 
viewpoints.  
 
 
 
 

Analyze 
how the 
author 
distinguishes 
his or her 
position 
from that of 
others.  
 

q Identify 
clues the 
author 
provides 
about his 
or her 
position or 
purpose by 
looking at 
specific 
vocabulary 
and word 
choice.  

q List 
evidence 
the author 
uses to 
support his 
or her point 
of view.  

q Identify 
conflicting 
evidence 
or 
viewpoints 
the author 
includes.  

 
 

Analyze how 
the author 
acknowledges 
and responds 
to conflicting 
evidence or 
viewpoints.  
 

Use the 
techniques 
from the 
analysis to 
produce a 
piece of 
writing with 
differing 
points of 
view or 
conflicting 
evidence.  
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Interventions Are: 
 
 
Systematic— 
 
Targeted-- 
 
Mandatory-- 
 
Equitable-- 
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 Academic and 

Social Behaviors Academic Skills 

Tier 1: Access to essential grade-level standards for all students. 

Tier 2: Additional time and support to learn essential 
behaviors 

And academic standards

Tier 3: Intensive remediation 
in universal skills 

Schoolwide Team Responsibilities Teacher Team Responsibilities 

Pr
ev

en
tio

n 

In
ter

ve
nti

on
 an

d  

Ex
ten
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ns

 

In
ten

se 
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iat
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166    MAKE IT HAPPEN166    MAKE IT HAPPEN

4

Teams can use this checklist to determine whether their school has considered the important components of 
their response system. These ideas may suggest ways to more effectively provide support to students.

How do we find time?

 F Response to common formative assessments 
happens during regular class time.

 F Tier 2 and Tier 3 responses occur when no new 
instruction is being delivered.

 F Response happens quickly after we give 
any assessment.

Who delivers the response?

 F The most qualified staff work with the students 
most in need.

 F Team members work best with Tier 1 and Tier 2 
academic response.

 F Academic and social behavior responses match 
students with teachers who can develop positive 
relationships with them.

How do we use data?

 F Common formative assessments provide data about students learning the essential learning targets.

 F The response is student by student, learning target by learning target.

 F Summative assessments provide data around standards, strands, or domains.

 F Data aren’t always numbers—observations, checklists, and student work pieces are also effective data.

 F Students in interventions are frequently monitored using progress monitoring tools.

 F Data are the foundation of the planned response.

Is the intervention mandatory?

 F Before and after-school interventions can’t be 
mandatory and, therefore, may not be effective.

 F Teams don’t allow students to opt out 
of interventions.

 F All teachers must participate in the 
intervention system.

Do we respond to academic and social behaviors?

 F Some students are capable of doing the work but 
are unmotivated.

 F Schools should have a systemwide behavior plan.

 F Teams teach students correct behaviors.

 F Students who need academic help are not 
in the same group as students who need 
behavioral help.

Figure 4.8: Checklist to evaluate the effectiveness of our systematic support system.

Visit go.SolutionTree.com/PLCbooks for a free reproducible version of this figure.

Make the System 
Mandatory Rather 
Than Invitational

When we work with teams to find time to 
respond to student learning, we sometimes see 
that they are using before and after school for 
intervention time. While this solution ensures 
students aren’t missing core instruction, it also 
is flawed because schools can’t make student 
attendance mandatory. In other schools, we’ve 
seen intervention time built around lunch time, 

but they make attendance invitational. We 
know that it’s vital for schools to create a sys-
tem of response in which students are required 
to attend interventions. This, then, means 
that the school must build this time into the 
school day. In addition to ensuring students 
attend interventions, having a dedicated 
time also demonstrates to all students the 
school’s com-mitment to providing the time 
students need to learn.
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What’s the Choice? 
•Extensions are activities designed at a higher level of cognitive demand
around the same learning target.
•Enrichment are activities that you typically don’t have time to teach.
•Acceleration is providing instruction at the next grade level.
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Scavenger Hunt 

Develop the master schedule to make time for support. q Leadership Team
q Collaborative Team
q Intervention Team

Write common formative assessments. q Leadership Team
q Collaborative Team
q Intervention Team

Identify essential standards. q Leadership Team
q Collaborative Team
q Intervention Team

Identify students who have at-risk behaviors. q Leadership Team
q Collaborative Team
q Intervention Team

Monitor progress of students in Tier 2. q Leadership Team
q Collaborative Team
q Intervention Team

Design extension for students who have mastered grade level support. q Leadership Team
q Collaborative Team
q Intervention Team

Prioritize available resources. q Leadership Team
q Collaborative Team
q Intervention Team
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Extension Enrichment Acceleration 
Increasing Rigor and 
Supporting Standards 

Topics Based on Student 
Interest 

Opportunities to Work 
With Others 
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