
The Scoop (In this summary you will learn…)
HHooww  ttoo  ccllaarriiffyy  lleeaarrnniinngg  ggooaallss  ffoorr  ssttuuddeennttss  aanndd  bbeetttteerr  aasssseessss  tthhaatt  lleeaarrnniinngg  (Chapter 3, pp.2-3)

Teachers need to know what students must learn and how to tell when they've learned it.

HHooww  ttoo  rreessppoonndd  ssyysstteemmaattiiccaallllyy  wwhheenn  ssttuuddeennttss  ddoonn''tt  lleeaarrnn (Chapter 4, pp.3-4)
Rather than relying on varying teacher responses when students fail, create a school-wide system to handle this problem.

HHooww  ttoo  oorrggaanniizzee  eeffffeeccttiivvee  tteeaacchheerr  tteeaammss  ttoo  pprroommoottee  lleeaarrnniinngg  (Chapter 5, pp.4-5)
Do your teachers discuss disruptive students and plan field trips? Learn how to focus teams on improving student achievement.

HHooww  ttoo  ccrreeaattee  ccoonnccrreettee  ggooaallss  ttoo  ffooccuuss  eevveerryyoonnee  oonn  rreessuullttss  (Chapter 6, pp.5-6)
Instead of focusing on what teachers will do (improve groupwork, introduce technology), learn to focus on student results.

HHooww  ttoo  uussee  ccoommmmoonn  ffoorrmmaattiivvee  aasssseessssmmeennttss  ttoo  iimmpprroovvee  tteeaacchhiinngg  aanndd  lleeaarrnniinngg  (Chapter 7, pp.6-7)
The best data-driven decision-making comes from the results of common interim assessments created by teacher teams.

EEffffeeccttiivvee  lleeaaddeerrsshhiipp  ssttrraatteeggiieess  ttoo  ddeeaall  wwiitthh  cchhaalllleennggeess  iinnhheerreenntt  iinn  cchhaannggiinngg  yyoouurr  sscchhooooll  (Chapter 9, p.8)

CCoonnccrreettee  ssuuggggeessttiioonnss  ttoo  uussee  tthhee  bbooookk''ss  iiddeeaass  wwiitthh  tteeaacchheerrss  (Professional Development page)
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Learning by Doing: A Handbook for Professional Learning Communities at Work

By Richard DuFour, Rebecca DuFour, Robert Eaker, and Thomas Many (Solution Tree, 2006)

SS..OO..SS..  ((AA  ssuummmmaarryy  ooff  tthhee  ssuummmmaarryy))
THE MAIN IDEAs of the book are:
-Professional Learning Communities benefit your school by both raising student achievement and improving the professional lives of teachers.
-While many educators might know what to do to improve their schools, they often don’t carry out their ideas. This book shows you how to 
implement Professional Learning Communities to actually improve your school.

Professional Learning Communities (PLCs) are teams of teachers that work collaboratively to continuously improve their practice and student
achievement. The authors of this book have written about the powerful impact of PLCs for years. You can bring PLC concepts to your school even
if you have not read their previous work. In fact, this book will give you a leg up by helping you avoid some of the pitfalls and challenges other
schools have faced in implementing PLCs at their schools. This way, you can introduce a cycle of continuous school improvement in your school
and be more effective from the start.

This book does not promote a specific program, instead it is a framework to help you change your school’s culture.
Some of the shifts your school will experience are…

FILE: 
PROFESSIONAL LEARNING
COM

M
UNITIES

From a focus on teaching… to a focus on learning
From infrequent summative assessments… to frequent common formative assessments
From individual teachers responding to students who fail… to a systematic response that ensures support for every student
From isolation… to collaboration
From each teacher clarifying what students must learn… to collaborative teams building shared knowledge about essential learning
From goals related to completion of projects and activities… to SMART goals demanding evidence of student learning
From external training (workshops and courses)… to job-embedded learning
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CChhaapptteerr  11::  AA  GGuuiiddee  ttoo  AAccttiioonn  ffoorr  PPrrooffeessssiioonnaall  LLeeaarrnniinngg  CCoommmmuunniittiieess  aatt  WWoorrkk
Main ideas of the chapter: The chapter gives an overview of what "professional learning communities" are. This is needed because the rest of the book
focuses on implementing a professional learning community.

PPrrooffeessssiioonnaall  LLeeaarrnniinngg  CCoommmmuunniittiieess
Since 1998, the authors have emphasized that to truly help all students learn, the staff needs to function as a professional learning community (PLC).
This handbook not only provides educators with the tools to create PLCs, but it gives a jump-start to that process by showing how to overcome the dif-
ficulties of actually implementing a PLC.

In a professional learning community there is:
1. AA  ffooccuuss  oonn  lleeaarrnniinngg -- a shift from the current focus on what students are taught to what they learn
2. AA  ccoollllaabboorraattiivvee  ccuullttuurree -- teachers work interdependently to increase student achievement
3. AA  sshhaarreedd  kknnoowwlleeddggee  ooff  tthhee  sscchhooooll''ss  ccuurrrreenntt  rreeaalliittyy -- both its challenges and successes
4. AAnn  aaccttiioonn  oorriieennttaattiioonn -- learning by doing rather than spending a lot of time planning and thinking
5. CCoonnttiinnuuoouuss  iimmpprroovveemmeenntt -- gathering evidence of learning, trying new strategies, and analyzing results
6. AA  rreessuullttss  oorriieennttaattiioonn -- PLC members focus on results rather than intentions

SSttrruuccttuurree  ooff  tthhee  bbooookk
Each chapter contains the following parts: (NOTE: All parts do not appear in the summary due to space limitations)

Case Study -- Highlights a real challenge of a school that has attempted to implement PLC ideas
Here's How -- Shows how to better address the above challenge and successfully implement the PLC concept
Here's Why -- Provides the research to show teachers why it is important to implement this PLC idea
Assessing Your Place -- Provides rubrics to help you see the reality of your school's current situation
Tips & Questions -- Includes concrete suggestions and questions to help improve implementation

CChhaapptteerr  22::  AA  CClleeaarr  aanndd  CCoommppeelllliinngg  PPuurrppoossee
Main ideas of the chapter: Developing and implementing a mission with high expectations for student achievement is a key component of developing a
Professional Learning Community. This chapter provides suggestions for creating consensus around the mission and ensuring that the mission results
in real changes.

Case Study: FFaaiilliinngg  ttoo  DDeevveelloopp  CCoonnsseennssuuss  AArroouunndd  aa  MMiissssiioonn  FFooccuusseedd  oonn  LLeeaarrnniinngg  ffoorr  AAllll
On the first day of school, Principal Dion presented her faculty with her new mission to ensure all students learn to their full potential. Teachers chal-
lenged this, claiming that learning depends on student ability and effort. After some debate, a watered down version of the mission was chosen. As the
year progressed, it became clear that this mission never materialized into improved student achievement or teacher practice. Nothing changed as a
result of this new mission.

HHeerree''ss  HHooww ttoo  UUssee  tthhee  MMiissssiioonn  ooff  tthhee  SScchhooooll  ttoo  IImmpprroovvee  SScchhooooll  RReessuullttss  
1. Build Consensus Around the Mission

a. Meet with smaller groups -- It is impossible to begin an improvement effort without some staff support. The principal could have 
developed a task force to grapple with the issues before approaching the entire staff.
b. Develop shared knowledge -- The teachers didn't have access to the same information the principal had when she decided to create a 
new mission. She could have presented the staff with data about the current status of the school. She could have used the worksheet on 
pp.17-18 to present data on student achievement results (tests), engagement (attendance, dropout rates), discipline (suspensions, parent 
conferences), etc. Anecdotes about unsuccessful students are also powerful.

2. Define Actual Commitments
a. Specific goals -- The principal could have asked her staff to come up with specific goals they'd like to achieve (such as: a safe 
environment, extra help for struggling students, high expectations, and frequent monitoring of progress).
b. Specific practices -- Then she could have asked staff to imagine the specific practices needed to achieve these goals (systems to monitor 
student learning every four weeks, a schedule with time allotted to support struggling students, etc.)
c. Commitments -- Next, the principal could have discussed the commitments each staff member would need to make.
d. Benchmarks and timeline -- Finally, faculty could have chosen benchmarks to achieve by the end of the first 6 months.

HHeerree''ss  WWhhyy  ttoo  DDeevveelloopp  CCoonnsseennssuuss  AArroouunndd  tthhee  PPuurrppoossee  ooff  tthhee  SScchhooooll  
Focusing staff discussion on the purpose of the school is an essential first step for an organization that wants to improve results. However, articulating
the mission isn't enough. Educators must be clear about and buy into the vision, values and goals of the school. By building consensus around the
questions below, there is a much greater likelihood that reform efforts will succeed:
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AAsssseessssiinngg tthhee  CCllaarriittyy  ooff  YYoouurr  SScchhooooll''ss  PPuurrppoossee
On pages 34-35 there is a rubric you can use to assess how far along your school is in developing clarity of purpose. See the excerpt below. There is
a continuum (that is the same for each chapter) to describe where your school might be:

(1) Pre-Initiation Stage - the school hasn't begun to address this aspect of a PLC
(2) Initiation Stage - an effort has been made, but there is not yet much impact
(3) Developing Stage - a significant number of staff have begun to change their thinking and practices
(4) Sustaining Stage - the PLC concept has become an essential part of the school

For this chapter, assess whether the mission is learning-focused and if the vision, values, and goals are clear. Here is an excerpt:

After assessing the current reality of the school (using the complete rubric in the book), each chapter has an action plan to help staff develop the next
steps for implementing the PLC concept. In this chapter, the plan helps staff think about what needs to be done to ensure the focus of the school is on
learning (see the excerpt below and a template for the entire action plan on p. 36).

TTiippss  &&  QQuueessttiioonnss  ttoo  HHeellpp  CCllaarriiffyy  YYoouurr  SScchhooooll''ss  PPuurrppoossee  - See pp. 37-39 (more tips) and 40-42 (more questions)

CChhaapptteerr  33::  CCrreeaattiinngg  aa  FFooccuuss  oonn  LLeeaarrnniinngg
Main ideas of the chapter: As a PLC, the school must decide: (1) What do we want our students to learn? and (2) How do we know when they've
learned it? The chapter describes how to begin to address the above two questions.

Case Study: FFaaiilliinngg  ttoo  CCllaarriiffyy  WWhhaatt  SSttuuddeennttss  SShhoouulldd  LLeeaarrnn  aanndd  HHooww  TThheeyy  SShhoouulldd  bbee  AAsssseesssseedd
Principal Matthews asked teachers to work collaboratively to determine what students should learn and to create common formative assessments
based on this. Teachers resisted both parts of this request. Some felt the state standards already outlined student learning and others felt coming to
consensus would mean giving up favorite units. They rejected the idea of common assessments because they claimed textbooks already had chapter
tests and it would take attention away from the state test.

HHeerree''ss  How ttoo  CCllaarriiffyy  WWhhaatt  SSttuuddeennttss  SShhoouulldd  LLeeaarrnn  aanndd  DDeevveelloopp  CCoommmmoonn  FFoorrmmaattiivvee  AAsssseessssmmeennttss
Principal Matthews faced a dilemma: How to have teachers create a common, challenging curriculum, and yet allow for individual autonomy and help
the staff feel empowered in the process?

Outlining what students should learn at the school level does not have to mean giving up state or district goals or giving up individual teacher decision-
making about what they teach. It can be a combination of both. Deciding what students should learn and how to assess them cannot be relegated to
outsiders. Nor can these issues be decided on an individual basis if all students are to have access to the same challenging, common curriculum.
Instead, teams need to work together to decide what students must learn and how to assess them. This will create a common curriculum that also
allows for individual teacher choices.

22

MISSION VISION VALUES GOALS
WWhhyy  ddoo  wwee  eexxiisstt??

(Clarifies the school's priorities and
sharpens focus)

WWhhaatt  mmuusstt  tthhee  sscchhooooll  bbeeccoommee  ttoo
aaccccoommpplliisshh  oouurr  ppuurrppoossee??

(Gives directions for achieving the
mission)

HHooww  mmuusstt  wwee  bbeehhaavvee  ttoo  aacchhiieevvee  oouurr
vviissiioonn??

(Guides the adults' behavior and
their collective commitments)

HHooww  wwiillll  wwee  mmaarrkk  oouurr  pprrooggrreessss??

(Provides more specific targets and
timelines)

ELEMENT OF A PLC PRE-INITIATION STATE INITIATION STAGE DEVELOPING STAGE SUSTAINING STAGE
IIss  iitt  cclleeaarr  tthhaatt  lleeaarrnniinngg  ffoorr  aallll
iiss  tthhee  mmiissssiioonn??

No effort to identify what 
students should learn. Focus
is on teaching not learning.

Central office determines
what is to be learned.

Teachers are clear about
student outcomes and
assess these.

Learning outcomes are clear
and monitored and every aspect
of the school is assessed based
on student learning.

AArree  oouurr  pprriioorriittiieess  aa  cclleeaarr
rreefflleeccttiioonn  ooff  oouurr  ggooaallss??  

Staff have not created school
improvement goals.

Staff create goals, but they
are not measurable and
don't impact instruction.

Staff create clear short-
and long-term goals which
are regularly assessed.

Staff work toward measurable
goals linked to the vision.
Attainment is celebrated.

DDeessccrriibbee  oonnee  aassppeecctt  ooff  aa  PPLLCC  yyoouu''dd  
lliikkee  aatt  yyoouurr  sscchhooooll..

WWhhaatt  aarree  tthhee  nneexxtt
sstteeppss??

WWhhoo  iiss  rreessppoonnssiibbllee?? WWhhaatt  iiss  aa  rreeaalliissttiicc  ttiimmeettaabbllee?? HHooww  wwiillll  yyoouu  ddeetteerrmmiinnee  tthhee
eeffffeeccttiivveenneessss??

The school clearly and consistently
communicates its focus on learning.

The school celebrates learning.

1. Act quickly - it is more important to begin implementation within a few weeks than have a perfect plan.
2. Build shared knowledge - make sure everyone has the same information about the current reality in the school.
3. After clarifying the purpose of the school, make sure all decisions and practices are consistent with this purpose.
4. Write value statements as behaviors and commitments rather than beliefs. For example, instead of writing, "We believe all children can 

learn," write what you are prepared to do, "We will monitor student learning every four weeks…"
5. If you had 60 seconds to explain the vision of your school, what would you say?
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I. Clarifying What Students Must Learn
The principal should have told the teachers that all essential learning needs to be aligned with state and district standards, local curriculum guides,
and any required tests. He could have provided them with the necessary resources to accomplish this: the state standards, district curriculum guides,
state tests, etc. Then teachers need to decide what is essential for students to learn and what content they can eliminate. To help decide what learning
is essential, teachers should ask the following (this criteria is from Doug Reeves):

1. Will the knowledge endure? Will students retain it over time?
2. Does it have leverage? Will it help students in other academic areas?
3. Does it prepare students for the next level of learning (the next unit, course or grade)?

II. Determining if Students Are Learning
The principal should have required that teachers work together to create common formative assessments, and given them clear expectations to do so.
Here are some sample guidelines to give teachers:

· Decide on a minimum number of common assessments you will use.
· Show how the assessments are aligned with high-stakes tests and the essential learnings teachers have outlined.
· Choose a few concepts to assess frequently rather than a large number infrequently.

HHeerree''ss  Why TTeeaacchheerrss  NNeeeedd  ttoo  WWoorrkk  TTooggeetthheerr  ttoo  CCllaarriiffyy  LLeeaarrnniinngg  aanndd  AAsssseessssmmeennttss
School improvement efforts will only succeed if teachers clearly know what students must learn. Research shows that in successful schools teachers
know what to teach and what students should learn. So, how can school leaders best ensure that teachers know what to teach? The answer is not
simply to hand them a copy of the standards or a curriculum, because there is often an enormous gap between the intended curriculum and the
implemented curriculum. Instead, school leaders need to involve every teacher in the collaborative process of studying, clarifying, and committing to
teach the curriculum.

COLLABORATIVELY OUTLINING STUDENT LEARNING WILL LEAD TO:

1. Clarification of what should be learned 3. A realistic curriculum that can be taught in the allotted time
2. Agreement about  curricular priorities 4. Common pacing which is necessary for common formative assessments

Why Work Together to Create Common Assessments   
Research has shown that effective common formative assessments is one of the most powerful instruments for improving student learning. They are
different from summative national/state/local tests which measure learning after it occurs. Instead, common formative assessments measure learning
along the way and can actually motivate students and improve learning.

COMMON FORMATIVE ASSESSMENTS WILL LEAD TO:
1. More equity because students will need to meet the same expectations regardless of their current teacher
2. More accountability because these assessments will reveal what is actually being learned
3. More information about the strengths and weaknesses of the curriculum and teacher practice
4. Better identification of students requiring additional support

AAsssseessssiinngg tthhee  CCllaarriittyy  ooff  YYoouurr  SScchhooooll''ss  CCuurrrriiccuulluumm  aanndd  AAlliiggnnmmeenntt  ooff  AAsssseessssmmeennttss - See pp. 60-61 for the full rubric.

Tips ffoorr  MMoovviinngg  FFoorrwwaarrdd  ttoo  CCllaarriiffyy  aanndd  AAsssseessss  WWhhaatt  SSttuuddeennttss  SShhoouulldd  LLeeaarrnn - See pp. 65-67 for more tips.

CChhaapptteerr  44::  HHooww  WWiillll  WWee  RReessppoonndd  WWhheenn  SSoommee  SSttuuddeennttss  DDoonn''tt  LLeeaarrnn??
Main ideas of the chapter: As a PLC, after clarifying what students will learn and how they'll be assessed, the team needs to decide how to respond
when students don't learn. Rather than providing an uneven experience based on different teacher reactions to failing students, a PLC needs to
develop a systematic response to struggling students.

Case Study: WWhheenn  TTeeaacchheerrss  DDoo  WWhhaatteevveerr  TThheeyy  WWaanntt  ffoorr  SSttuuddeennttss  WWhhoo  DDoonn''tt  LLeeaarrnn
Principal Mathers deals with a wide variety of math teachers each of whom has a different solution when their students fail to learn. While one teacher
is willing to tutor both before and after school, another feels students need to show more of their own responsibility. The principal found that students'

ELEMENT OF A PLC PRE-INITIATION STATE INITIATION STAGE DEVELOPING STAGE SUSTAINING STAGE
CCllaarriittyy  aabboouutt  wwhhaatt  ssttuuddeennttss
sshhoouulldd  kknnooww  aanndd  bbee  aabbllee
ttoo  ddoo

Little effort to establish 
a  common curriculum.
Teachers teach whatever
they want.

District leaders, with 
representative teachers,
have established the
curriculum.

Teachers have worked with
colleagues to attempt to clarify
the curriculum.

Teachers have worked 
collaboratively in teams to
outline essential learning for
each unit.

AAsssseessss  wwhheetthheerr  ssttuuddeennttss
hhaavvee  lleeaarrnneedd  tthhee  aaggrreeeedd--
uuppoonn  ccuurrrriiccuulluumm

No common assessments.
Teachers decide individually
how to assess.

Districts analyze results of
state/local tests. Teachers
pay little attention.

Teachers analyze state/local
tests and attempt to improve
teaching. There may be some
common final exams.

All teachers create common
formative assessments and
analyze the results in teams.

1. Less is more. Focus on approximately 8-10 learning outcomes per semester in each course.
2. Focus on proficiency of essential skills rather than coverage of content. Teachers should still be able to spend time on favorite units.
3. Understand that common assessments might lead to teacher anxiety that their weaknesses will be exposed. Leaders can promise 

anonymity of results and that those results will not be used to officially evaluate teachers.
4. Create a shared understanding of "common assessments" as collaboratively created, implemented and analyzed by teacher teams.
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experiences varied widely. This chapter describes how to create a systematic approach to dealing with struggling students rather than relying on 
varying, individual teacher responses.

HHeerree''ss  How ttoo  DDeevveelloopp  aa  SScchhooooll--wwiiddee  AApppprrooaacchh  ttoo  DDeeaalliinngg  wwiitthh  SSttuuddeennttss  WWhhoo  DDoonn''tt  LLeeaarrnn
This chapter deals with a common problem: given limited resources, how can we help students who don't learn? Usually individual teachers are left
to confront this problem on their own. However, if there is no school-wide approach, students who struggle will be subject to a wide range of teacher
responses. Instead, the response should be timely, mandated for students, and systematic, no matter who the teacher is. In order to do this, the
principal could have:

First: Shown the teachers that their approach was not effective, equitable or efficient.
Second: He could have presented them with what the research says about dealing with struggling students.

It overwhelmingly says that a timely, directive, and systematic response is needed.
Third: Teachers could have brainstormed interventions during the school day that were timely, directive, and 

systematic. Then the staff could make commitments, create goals, implement the new system, and monitor it.

While all schools face the reality of various constraints -- union contracts, district guidelines - successful schools still find a way to provide a system
of interventions for struggling students. Read about systematic responses in four different schools in Whatever It Takes: How Professional Learning
Communities Respond When Kids Don't Learn (2004) by some of the same authors.

HHeerree''ss  Why WWee  NNeeeedd  ttoo  RReessppoonndd  ttoo  SSttuuddeennttss  WWhhoo  DDoonn''tt  LLeeaarrnn
Effective schools set high expectations for all students. A measure of their success is how they handle students who struggle. Traditionally in schools,
the focus has been on time, not learning. We teach a certain concept in, let's say, three weeks, and those who don't learn it lose out. Time is the
constant and student learning becomes the variable. In a PLC, the learning must be the constant, and time, the variable. We need to change the
paradigm. Instead of asking, "Was it taught?" we need to ask, "Was it learned?" We must provide extra opportunities within the school day for
struggling students.

Assessing HHooww  WWeellll  YYoouurr  SScchhooooll  RReessppoonnddss  WWhheenn  SSttuuddeennttss  DDoonn''tt  LLeeaarrnn - See the full rubric on p. 79.

Tips & Questions ttoo  HHeellpp  CCrreeaattee  SSyysstteemmaattiicc  IInntteerrvveennttiioonnss  ffoorr  SSttuuddeennttss  WWhhoo  SSttrruuggggllee - See pp. 81-87 for more ideas.

CChhaapptteerr  55::  BBuuiillddiinngg  tthhee  CCoollllaabboorraattiivvee  CCuullttuurree  ooff  aa  PPLLCC
Main ideas of the chapter: In a PLC it is essential that teams work collaboratively to ensure high levels of student learning. This chapter describes how
to organize effective teacher teams so they truly impact student achievement.

Case Study: WWhheenn  TTeeaacchheerr  TTeeaammss  DDoonn''tt  FFooccuuss  DDiirreeccttllyy  oonn  SSttuuddeenntt  AAcchhiieevveemmeenntt
Principal McDonald set up interdisciplinary teams, trained them in collaborative skills, and created a schedule with time for them to meet. After
three years, he was surprised that while collaboration led to stronger teacher bonds, it did not improve student achievement. When he observed
team meetings he found different activities: at one, the team discussed a disruptive student, at another, they planned a grade field trip. He realized
the teams weren't focusing as directly on student learning as they could.

HHeerree''ss  How ttoo  OOrrggaanniizzee  TTeeaacchheerr  TTeeaammss  ttoo  PPrroommoottee  LLeeaarrnniinngg
While many teachers have come to enjoy collaborating, this, in and of itself, does not guarantee improved student learning. Collaboration should not be
an end itself, but rather a means to improve student learning. Collaborative teams need to focus on:

1. What should our students learn? (Chapter 3)    
2. How do we know if they've learned it? (Chapter 3)
3. What do we do if students fail to learn? (Chapter 4) 

Below are four questions that need to be addressed in developing effective teams.

1. How do we organize the teams to promote a focus on learning?
Each team should create a large curricular goal which they can work together interdependently to achieve. For example, Principal McDonald could
have shared research on the effectiveness of nonfiction writing across the curriculum to improve student learning and asked each team to improve 

ELEMENT OF A PLC PRE-INITIATION STATE INITIATION STAGE DEVELOPING STAGE SUSTAINING STAGE
AA  ssyysstteemm  ooff  iinntteerrvveennttiioonnss
pprroovviiddeess  aaddddiittiioonnaall  ttiimmee  aanndd
ssuuppppoorrtt  wwhheenn  nneeeeddeedd

There is no systematic plan
to monitor or respond to
student achievement

Voluntary before and after
school help is provided.
Many students choose not
to attend.

There is some support during
the day, but staff wants to
keep the traditional schedule
and students are monitored
only every 9 weeks.

There is a sequential,
proactive, and mandated
system to identify, monitor
and support struggling
students.

1. Don't be confined by your schedule or people who don't want change. Share the research that it is impossible for all students to learn at 
a high level with the same amount of time. Explain that extra time outside of school will mean some students cannot or won't attend.

2. The intervention should be temporary. Once students have mastered a difficult area they should stop the intervention.
3. Make sure everyone understands that a "system of interventions" is: systematic, practical, effective, essential, and directive.
4. Who oversees the intervention system? What if interventions don't work? How do we know when to move a student in or out?
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the instruction of nonfiction writing. Another idea to focus teams on academics is to create other structures so teachers can meet with others who
share their content area. There are a variety of team structures to choose from:

(1) Vertical teams - teachers who teach the same content (these are usually "departments")
(2) Electronic teams - teachers form teams across different schools
(3) Logical links - teachers join together based on outcomes they are trying to achieve

2. How do we find the time dduurriinngg  tthhee  sscchhooooll  ddaayy for teams to function?
(1) Common preparation - organize the schedule so teams are free at the same time
(2) Parallel scheduling - schedule specials (such as art/music) for an entire grade at the same time
(3) Group activities, events, and testing - nonteaching staff supervise at this time
(4) Banking time - teaching more minutes now to have the instructional day end earlier at a later point
(5) Staff meetings or staff development time - shift the focus from administrative issues to team meeting time

3. How do we focus teams on issues that impact student learning?
In many schools, staff collaborate about many issues - dress codes, disciplinary issues, holiday parties - but classroom practice remains the same.
However, in a PLC, the goal of creating teams is to increase student achievement. Principals can require that teams create products focused on
improving academics. Imagine if the principal in the case study had asked for these goals:

> By week 2 - create a list of team norms (described below)
> By week 4 - come up with the team SMART goal (described in Chapter 6)
> By week 6 - list the knowledge, skills and dispositions our students will learn this semester
> By week 8 - create the first common assessment
> By week 10 - examine the results of this assessment and list the areas of strength and areas to improve

4. How do we create team norms?
It's hard for a team to have deep discussions around learning and teaching if team members do not trust each other. A team that hasn't developed
trust tends to stay superficial, avoid conflict, avoid accountability, and not to confront colleagues. These attributes usually prevent the team from focus-
ing on student achievement. To help, a principal can:

MMooddeell  ffuunnccttiioonnaall  tteeaamm  bbeehhaavviioorr - Model vulnerability, model productive disagreeing, model the willingness to hold people accountable for
results, and model an unrelenting focus on student achievement.

HHeellpp  tteeaammss  ccrreeaattee  nnoorrmmss - A principal can help the team develop norms, or rules, that will dictate how the team will operate. These norms
can be useful in clarifying procedures, responsibilities, and roles. If teams devise their own norms, they will function more effectively. More information
about norms is on pp.102-107, and 210-212, but below are a few examples:

HHeerree''ss  Why IItt''ss  IImmppoorrttaanntt  ttoo  OOrrggaanniizzee  SSttaaffff  iinnttoo  CCoollllaabboorraattiivvee  TTeeaammss  FFooccuusseedd  oonn  CCoommmmoonn  GGooaallss
Why organize collaborative teams rather than rely on the traditional mode of teachers working alone? The authors found, in their review of
organizational literature, that the team is the most important aspect of an effective organization. The literature shows how profoundly collaboration
is tied to school success. On p. 110 there is a list of 17 sources that confirm this point. In fact, the authors have not found a single example in the
literature that shows that collaborative team work is ineffective.

Assessing tthhee  EEffffeeccttiivveenneessss  ooff  YYoouurr  SScchhooooll''ss  CCoollllaabboorraattiivvee  TTeeaammss  - See p. 112 for the full rubric.

After completing the rubric, create an action plan such as the one excerpted below (see p.113 for a full reproducible template).

Tips ffoorr  BBuuiillddiinngg  aa  CCoollllaabboorraattiivvee  CCuullttuurree  TThhrroouugghh  HHiigghh--PPeerrffoorrmmiinngg  TTeeaammss  - See p. 114 for more tips.
1. Identify team leaders for each team and meet with them regularly. 4. Create ways for teams to learn from each other.
2. Provide teams with the necessary tools: research, templates, goals, timelines, etc. 5. Recognize and celebrate teams.
3. Monitor each team's work by overseeing the products they produce. Respond quickly to any difficulties.

• Team members consider other points of view    • Team members assume positive intentions
• The team regularly evaluates its effectiveness  • Team members acknowledge uncertainty ("I don't know why…")
• Team members seek feedback • Team members check for understanding ("I think you're saying…")

ELEMENT OF A PLC PRE-INITIATION STATE INITIATION STAGE DEVELOPING STAGE SUSTAINING STAGE
CCoollllaabboorraattiivvee  tteeaammss  ooff
tteeaacchheerrss  ffooccuuss  oonn  iissssuueess  tthhaatt
rreellaattee  ddiirreeccttllyy  ttoo  ssttuuddeenntt
lleeaarrnniinngg

Teachers work in isolation.
There are no planned teams.

Some structures are in place
for teachers who choose to
collaborate. Topics are often
not about learning.

Team time has been provid-
ed during the day, guidelines
have been set to focus on
instruction. Effectiveness is
unknown.

Teams form the basis of
school improvement.
Members hold each other
accountable, focus on, and
monitor achievement.

DDeessccrriibbee  oonnee  aassppeecctt  ooff  aa  PPLLCC  yyoouu''dd  lliikkee
aatt  yyoouurr  sscchhooooll..

WWhhaatt  aarree  tthhee  nneexxtt  sstteeppss?? WWhhoo  iiss  rreessppoonnssiibbllee?? WWhhaatt  iiss  aa  rreeaalliissttiicc
ttiimmeettaabbllee??

HHooww  wwiillll  yyoouu  ddeetteerrmmiinnee
tthhee  eeffffeeccttiivveenneessss??

Collaborative teams work toward
common learning-focused goals.

Teams follow protocols and norms.

Teams generate products.
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CChhaapptteerr  66::  CCrreeaattiinngg  aa  RReessuullttss  OOrriieennttaattiioonn  iinn  aa  PPLLCC
Main ideas of the chapter: In a PLC the school needs to have a results orientation: a focus on outcomes, not activities. This chapter describes how to
accomplish this by translating district and school goals into specific team goals that get results (SMART goals).

Case Study: FFaaiilliinngg  ttoo  CCrreeaattee  aa  RReessuullttss  OOrriieennttaattiioonn  aatt  tthhee  SScchhooooll  LLeevveell
Every five years one Board of Education involved stakeholders in creating a district-wide strategic plan. Then each school created an annual school
improvement plan aligned with the district's strategic plan. When Superintendent Ross visited schools, she found that many people did now know the
goals of the strategic plan and she found no evidence of improved practice as a result of it.

HHeerree''ss  How ttoo  CCrreeaattee  aa  RReessuullttss  OOrriieennttaattiioonn
While a lot of time was put into creating the strategic plan, there was little focus on the results the district hoped to achieve. No school creates a
results orientation by chance. Instead, it depends on whether the leader can develop the procedures to change the focus from activities to outcomes.
Below are five important strategies leaders can follow to focus everyone on results.

1. Limit the number of goals you focus on
No one can remember the enormous quantity of goals in a strategic plan. Instead, choose a few larger goals.

2. Translate district goals into school goals
District goals will be implemented only if schools create specific goals that support the district-wide ones. Furthermore, a school's goals need to be
strategic and specific, measurable, attainable, results-oriented, and timebound (SMART).

For example, if the district has a larger goal to eliminate the achievement gap, the school goal might look like this:
Our school's reality: 14% of our students received failing grades last year.
Our goal: This year our goal is to reduce that percentage to 7% or less.

3. Translate school goals into team goals 
To further ensure that school goals are implemented, teams should create SMART goals based on the school's goals. Examples of sample team
SMART goals are on pp. 127 - 132. An excerpt of one is below. There is also a blank template on p. 133.

4. Focus on results and not activities
Traditionally we write goals for evidence of what teachers will do, not what students will achieve. For example, "We will increase our use of cooperative
learning strategies," or "We will increase the use of technology into our instruction." 

5. Come up with short-term goals
While districts can focus on overarching goals for several years, it is important for teams to develop short-term goals both to provide feedback about
students and to help sustain the effort to continue to pursue the goals.

HHeerree''ss  Why WWee  SShhoouulldd  FFooccuuss  oonn  RReessuullttss  bbyy  CCrreeaattiinngg  SSMMAARRTT  GGooaallss
There is no evidence in the literature that strategic planning improves student achievement. Mike Schmoker has frequently argued for collaborative,
short-term goals instead, "Without explicit learning goals, we are simply not set up and organized for improvement, for results. Only such goals will
allow us to analyze, monitor and adjust practice toward improvement." (p. 135)

There is a false conception that in organizations the leaders do the thinking and planning while the others (the teachers) take care of the
implementation. Instead, teams of teachers need to be held responsible for coming up with SMART goals and implementing them. It is here that the
principal is vital: by helping teams of teachers translate larger goals into SMART goals, and helping them develop the skills to achieve these goals, a
leader can increase the effectiveness of these teams.

S M A R T
SSttrraatteeggiicc  &&  SSppeecciiffiicc MMeeaassuurraabbllee AAttttaaiinnaabbllee RReessuullttss--OOrriieenntteedd TTiimmeebboouunndd

SSMMAARRTT  GGooaall  WWoorrkksshheeeett::  EEiigghhtthh--GGrraaddee  MMaatthh  
School: ABC Middle School      Team: 8th Grade Math      Team Leader: Chris Rauch  Team Members: Chris Carter, Dolores Lay, Mary Fisk
District Goal(s): To close the achievement gap in middle and secondary schools.
School Goal(s): 1. Reduce the failure rate in our school. 2. Increase the # of proficient students on state assessment in all areas.

TTeeaamm  SSMMAARRTT  GGooaall
Our Reality: 24% of
students failed math and
31% were not proficient
on the state test last year.
Our Goal: Reduce failures
to 10% and reduce #s not
proficient on the test to
15%.

AAccttiioonn  SStteeppss RReessppoonnssiibbiilliittyy TTiimmeelliinnee EEffffeeccttiivveenneessss
Align units to state
standards, identify weaknesses
and develop strategies to
address them.

Entire team We will complete this analysis
before the school year starts.
We'll review findings at the
beginning of each new unit.

Written analysis of state
assessment and strategies to
address weaknesses.

Develop common formative
assessments and administer
them every 3 weeks. (NOTE:
see more strategies p.130)

Entire team Formative assessments will be
created before the start of each
unit of instruction throughout the
year.

Student performance on 
team-developed common
assessments.
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CChhaapptteerr  77::  UUssiinngg  RReelleevvaanntt  IInnffoorrmmaattiioonn  ttoo  IImmpprroovvee  RReessuullttss
Main ideas of the chapter: Teachers need timely information about student achievement to monitor their progress. A focus on results, as was outlined
in Chapter 6, is essential to a PLC. Powerful, frequent, and timely feedback - via common formative assessments created by their own team - can truly
improve teaching and learning.

Case Study: TThhee  RReelluuccttaannccee  ttoo  UUssee  IInnffoorrmmaattiioonn
In this case study, the teachers absolutely agreed with many of the aspects of creating a PLC: working collaboratively, helping struggling students, and
focusing on learning. However, they were resistant to creating common formative assessments because the results could be used unfairly to blame
teachers when other factors, such as student effort and ability, affect those results.

HHeerree''ss  How ttoo  PPrroovviiddee  UUsseeffuull  FFeeeeddbbaacckk  ttoo  TTeeaacchheerrss  ttoo  IImmpprroovvee  TTeeaacchhiinngg  aanndd  LLeeaarrnniinngg
The best way to provide teachers with data to improve teaching and learning is through common formative assessments that are created and analyzed
by the team itself. It is only by looking at the actual evidence of student progress that teachers stop sharing opinions about best practices and begin to
develop shared knowledge. Looking at these results collaboratively helps teams learn where they are on the path to achieving their SMART goals, and
it allows teachers to compare their work with other teachers. This is more effective in improving teaching than supervision because the feedback is
more timely and frequent.

This is particularly important at a time when schools are encouraged to be more "data-driven." In fact, teachers have plenty of data: they can use any
classroom assessment to derive a mean, mode, percentage passing, etc. What is missing is a point of comparison so teachers can begin to learn
where their strengths and weaknesses lie. When teachers hear that their students are failing state assessments, they are not convinced about the
power of data. They can argue that other students who passed had more privilege or preparation. However, when they've created their own assess-
ments, and the other students taking the assessments are similar to their own, they begin to respect the power and usefulness of these results.

HHeerree''ss  Why SScchhoooollss  NNeeeedd  ttoo  FFooccuuss  oonn  RReessuullttss  --  AA  FFooccuuss  oonn  RReessuullttss……

CChhaapptteerr  88::  CCoonnsseennssuuss  aanndd  CCoonnfflliicctt  iinn  aa  PPLLCC
Main ideas of the chapter: In a PLC individuals must understand exactly what consensus means and know how to handle conflict. In this chapter, the
authors define consensus, how to arrive at one, and how to deal with conflict.

Case Study: FFaaiilliinngg  ttoo  BBuuiilldd  CCoonnsseennssuuss  aanndd  RReessppoonndd  ttoo  RReessiissttaannccee
Principal Roth believed he had done a complete job of building consensus. He asked teams to work together to clarify learning outcomes and create
common formative assessments. However, within a month, the 10th grade English team asked to excuse one member, Fred, from this process
because he ridiculed the team's efforts and called the initiative "top-down."

HHeerree''ss  How ttoo  AArrrriivvee  aatt  CCoonnsseennssuuss  aanndd  RReessppoonndd  ttoo  DDiissaaggrreeeemmeenntt
Principal Roth had problems because he had no clear definition of consensus. He thought everyone agreed, while Fred did not.
There is a wide range in what staff members consider to be consensus. Here are some sample definitions:

1. We all embrace/endorse the proposal. 3. We all agree not to sabotage the proposal.
2. We can all live with the proposal. 4. At least 51% of us (a majority) are in support of the proposal.

The authors suggest rejecting all of these definitions. In example 4 it is hard to ignore 49% of the group. In the other definitions it is almost impossible
to get everyone to agree. Unanimity and consensus are different things. If you wait for unanimity, you will never be able to act. Instead, the authors
suggest adopting the following definition.

A Process to Move Toward Consensus
The principal could have moved forward in the following way:

Step One: Present a proposal to the group. For example, "To improve learning and teaching we will work collaboratively to identify learning 
outcomes, create common assessments, and analyze the results of those assessments." 
Step Two: Divide the staff randomly into two groups. One lists the pros of the proposal and the other lists the cons. The two groups present 
their results to each other adding any additional thoughts that come up.
Step Three: To determine the group's will, use a simple voting procedure such as "fist to five" (a continuum where staff can raise 5 fingers
if they love the proposal and 1 to veto it). If the will of the group is not clear (the ones and twos are clearly outweighed), then the proposal 
does not proceed. However, pilots can be run and the proposal can be presented again.

11..  LLeeaaddss  ttoo  oorrggaanniizzaattiioonnaall  eeffffeeccttiivveenneessss -- The difference between effective and ineffective schools is in their use of data. "Teachers in gap-closing
schools use assessments more often, use data more frequently, and work collaboratively to analyze and act upon the data." (p. 150)
22..  LLeeaaddss  ttoo  tteeaamm  eeffffeeccttiivveenneessss  -- Teams can accomplish most when they are clear about where they are going.
33..  SSeerrvveess  aass  aa  ppoowweerrffuull  mmoottiivvaattoorr  -- Results allow teams to see when they have achieved "small wins." This motivates them to continue with the
initiative and it encourages those who were skeptical to come on board.
44..  IIss  eesssseennttiiaall  ffoorr  ccoonnttiinnuuoouuss  iimmpprroovveemmeenntt -- Improvement comes from ongoing learning which centers on results. Leaders can help teachers create
clear goals, assessments of those goals, and analyze results, to develop a culture of continuous learning and improvement.

TThhee  ggrroouupp  hhaass  aarrrriivveedd  aatt  ccoonnsseennssuuss  wwhheenn::
- All points of view have been heard.
-The will of the group is evident even to those who most oppose it.
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The Need to Confront
Simply because a school has a definition of consensus and a process to build it does not mean it will avoid conflict. In fact, the strength of a PLC 
can be defined by its response to disagreements and those who violate their commitments. Ultimately it is the goal of a PLC to use violations as an
opportunity to reinforce what is valued through peer pressure which sends the message, "That isn't how we do things here." Until a school has this
type of culture, it must be the principal who conveys this message. As the authors contend, "Nothing will destroy the credibility of a leader faster
than an unwillingness to address an obvious violation of what the organization contends is vital." (p.168) Below are suggestions for productively
confronting conflict:

FFOORR  AANN  IINNIITTIIAALL  CCOONNVVEERRSSAATTIIOONN  WWIITTHH  AA  SSTTAAFFFF  MMEEMMBBEERR

IIFF  TTHHEE  IINNDDIIVVIIDDUUAALL  SSTTIILLLL  RREEJJEECCTTSS  WWHHAATT  YYOOUU  HHAAVVEE  TTOO  SSAAYY

See pp. 169 - 171 to read the dialogue between Principal Roth and Fred (the blocker) in which these strategies are employed.

HHeerree''ss  Why YYoouu  NNeeeedd  ttoo  DDeeaall  wwiitthh  CCoonnfflliicctt  aanndd  CCoonnttiinnuuee  wwiitthh  YYoouurr  IImmpprroovveemmeenntt  EEffffoorrtt
Traditionally, school leaders have avoided conflict. However, effective leaders always confront those opposed to the vision, and they move forward with
a "critical mass" of people without waiting for unanimous support.

How to Change People's Thinking
Most principals want to know how to change the minds of opposing staff members. However, research has shown that it is more important to change
the school culture because this will more likely influence people's minds. While changing culture is a long-term process, Howard Gardner has outlined
some short-term suggestions to influence staff members' thinking:

•   Reason -- appeal to rational thinking •   Resources and Reward -- provide incentives
•   Real-World Examples of successful application •   Research -- build shared knowledge of the existing research
•   Representational Re-descriptions -- change how information is presented (ex. use stories instead of data)

Assessing HHooww  EEffffeeccttiivveellyy  YYoouurr  SScchhooooll  RReessppoonnddss  ttoo  CCoonnfflliicctt  - See p. 178 for the full rubric. Below is a summary.

CChhaapptteerr  99::  TThhee  CCoommpplleexx  CChhaalllleennggee  ooff  CCrreeaattiinngg  PPLLCCss
Main ideas of the chapter: This concluding chapter says that creating a PLC changes everything about your school - expectations, assumptions, habits,
relationships - and is therefore very challenging. Real change is so challenging it requires an effective leader. This chapter outlines seven leadership
strategies to help with these challenges.

Creating a PLC not only changes everything, but it changes everyone. Change inevitably creates conflict and throws our beliefs into question. Few real
changes come about in a bottom-up approach. For true change, we need effective leaders who take charge.

PPaassssiioonn  aanndd  PPeerrssiisstteennccee
PLCs actually renew the passion of teachers. Once teachers become exposed to a PLC, they become infused with new energy and a sense of purpose
from the benefits of growing as professionals while improving student achievement at the same time.

1 Create a safe environment for honest dialogue. Be clear about what you both want and don't want in the conversation.
2 Try to find a goal you both agree upon. For example, "I think we both want our school to help all students achieve at high levels."
3 Use facts. Speak tentatively about these and ask, "Are my facts correct?"
4 Share your thoughts that have led up to this conversation. Share some of yourself - your rationale, perspective, and experiences.
5 Listen to the person's thoughts - this may be the only way to learn the person's perspective and keep the conversation constructive.

1 Continue to work with this individual in a professional manner. 5 Outline the consequences for failing to comply.
2 Acknowledge the existing differences. 6 Create a plan to monitor behavior.
3 Clarify the behaviors you expect of the staff member. 7 Acknowledge and celebrate any efforts by the staff member.
4 Ask him/her for suggestions to comply with the directive. 8 Apply consequences if necessary.

ELEMENT OF A PLC PRE-INITIATION STATE INITIATION STAGE DEVELOPING STAGE SUSTAINING STAGE
RReessppoonnddiinngg  ttoo  ccoonnfflliicctt
iinn  aa  PPLLCC

People have fight or flight
responses. Most avoid
conflict and those they
disagree with.

Leaders try to resolve conflict
quickly. Resolution is seen as
the job of the administration.

Norms and protocols have
been developed to identify
and deal with conflict.

Conflict is used productively to
explore thinking. People look at
data and are willing to re-think
positions. Trust abounds.

77  SSttrraatteeggiieess  ffoorr  MMoorree  EEffffeeccttiivvee  LLeeaaddeerrsshhiipp
1. Link the Change Initiative to Existing Practices -- This way the initiative won't seem like a complete departure.
2. First Focus on "Why" the School Needs the Change, Then "How" -- This will increase staff buy-in.
3. Align Actions With Words -- What a leader does leads to more credibility than what he or she says.
4. Be Flexible About Implementation but Firm on the Core of the Change Initiative -- Be open to varying solutions.
5. Build a Guiding Coalition and Move Forward Without Unanimity
6. Expect to Make Mistakes and Learn From Them -- Allow for mistakes which can be seen as opportunities to learn.
7. Learn by Doing -- Don't spend so much time in preparation for a new initiative. Go ahead and implement.
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PPrrooffeessssiioonnaall  DDeevveellooppmmeenntt  SSuuggggeessttiioonnss  --  FFrroomm  TTHHEE  MMAAIINN  IIDDEEAA

PPDD  IIddeeaass  EEmmbbeeddddeedd  iinn  tthhee  BBooookk  --  NNOOTTEE::  TThhee  rreepprroodduucciibblleess  bbeellooww  aarree  pprroovviiddeedd  oonn  aa  CCDD  tthhaatt  ccoommeess  wwiitthh  tthhee  bbooookk
A big part of each chapter are actual PD suggestions. Each chapter provides: 1) a reproducible rubric to assess your school's current reality; 2) an action plan to
help you think through next steps; 3) questions and tips to guide your implementation.

Why are we here? Clarifying your school's goals 
1. Gather information about the school from the previous year to present to the staff. Ask a few teacher leaders to help with the collection. You can

copy, fill out, and distribute "A Data Picture of Our School" (pp.17-18) which provides data on student achievement, engagement and discipline. Brainstorm other
data you'd like to distribute to present an accurate picture of your school: % of students who failed two or more classes, % of teachers who tutor before/after
school, etc., as well as a few detailed anecdotes.

2. Have the entire staff review the information from part 1. While you may not want to recreate the school's mission, bring the mission to the meeting.
Divide the staff into small groups to look at the data and ask what the most surprising and expected pieces of data were. Ask staff to discuss the ways the data
supports and conflicts with the school's mission.

3. One concrete way to highlight the school's goals is through celebration. To concretize the staff's discussions about the purpose of your school, ask
teachers to come up with one new celebration which reflects the school's goals. Brainstorm a list of possible celebrations (ex. movie passes for students not
absent for a month, an honor for a teacher who turns three failing students into passing students, etc.). Divide the teachers into groups to flesh out the details of
one celebration, and have the entire staff vote on one new celebration to implement.

How can we most effectively work together?
1. As the principal, familiarize yourself with the reasons collaborative work improves the effectiveness of an organization. Read the quotations on p.

109 (perhaps post some in your office), read the case studies in the summary, and see the lists of benefits of collaboratively outlining learning and common
assessments (summary, p. 3). There are also 17 sources linking collaboration to school improvement on p.110.

2. Ask staff to write about their past experiences - both positive and challenging - working in teams. Then in groups of 3, ask them to share their writ-
ing. Remember that teachers bring their past group experiences to new team efforts. After this, share some of the results from the literature, perhaps the quotes
from p. 109. Expose the effectiveness of the school's current collaborative efforts by using the rubric on pp.60-61.

3. Divide the staff into two groups and ask each to list the pros and cons of working together to: 1) outline student learning; 2) create common forma-
tive assessments; and 3) respond to students who don't learn. Share these lists as a whole group, add new ideas, and discuss them.

4. Tell staff that they will be working collaboratively throughout the year to improve student achievement. Put the teachers into the groups they'll be
working with and have them create 4 -6 team norms they would like to follow to help them operate more effectively. Give them samples of team norms (see the
6 norms listed on p. 5 of the summary or find more on pp. 102-107).

5. Have each team come up with its own team SMART goal. Keep the time frame short to help the team realize some early success and help reluctant
team members buy into the group effort. To provide an example, copy a sample SMART goal worksheet (3rd grade, 8th grade math, or HS US history pp.129-32)
and give each team a blank template (p. 133). Ask teams to trade goals and to assess whether these goals support the school's mission, whether they are truly
SMART, and ask for other structured feedback.

What should our students learn and how should they be assessed?
1. Teachers should decide collaboratively what their students will learn but they need to know the requirements with which this learning should be

aligned. Gather and distribute all information teachers need to make this decision such as state standards, sample state and national tests, prerequisite skills for
the next grade, etc. (see a list of 10 items on p. 47). Then, based on the 3 criteria on p. 3 of the summary (does the knowledge endure, have leverage, and pre-
pare the student for the next level), have teachers work in teams (either by grade or subject area) to choose the 8-10 learning outcomes for the first course. In
the book, one suggestion is to use 3 colors of sticky notes and go through last year's lesson plans, as well as other local and state requirements, to decide what
to "Keep," (yellow notes) "Drop," (pink) and "Create," (green).

2. Then teachers can create common formative assessments based on these 8-10 learning outcomes. Decide on the frequency of these assessments
and emphasize the importance of assessing fewer concepts more frequently. After providing teams with your expectations, give them time to come up with their
first common assessment. Then have teams share their assessments with other teams (perhaps those who teach the same grade level or subject) to get feed-
back. You may want to start by requiring common formative assessments in just language arts and math.

What do we do when our students don't learn?
1. Teachers need to see that creating individual responses to students who don't learn is ineffective. Review and share the information in the summary

which states that a response to struggling students must be systematic and school-wide. The school needs to come up with a required, systematic and timely
response before the school doors open. Present the reality of teachers' current approaches to struggling students by having them complete the rubric on p. 79.

2. It might help if teachers could see examples of systematic responses in place. Two examples are in the book (top of p.75 and p.83), four examples
are presented in Whatever It Takes: How PLCs Respond When Kids Don't Learn, or you might want to bring in a staff member from a local school that has a sys-
tem of interventions in place for struggling students to share their approach.

3. Have teachers brainstorm a list of in-school responses. Choose the top three suggestions and either have a full staff vote or create a task force to
flesh out and choose one response. You may also want to choose someone to oversee this system.

Clarifying your school's purpose rubric pp.34-35         action plan p.36   tips & questions pp. 37-42
Clarifying your curriculum and assessments rubric pp. 60-61       action plan pp.62-64  tips & questions pp. 65-69
Your response to students who don't learn   rubric p. 79        action plan p. 80   tips & questions pp. 81-87
Creating effective collaborative teams rubric pp. 112        action plan p.113   tips & questions pp. 114-16
Creating a focus on results  rubric p. 139        action plan p. 140   tips & questions pp. 141-43
Using data/results for improvement       rubric p. 156       action plan p. 157   tips & questions pp. 158-62
Responding to conflict rubric p. 178        action plan p. 179  tips & questions pp. 180-83
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