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EXHIBIT I.1: WHAT’S IN THIS BOOK?
This exhibit shows where to find answers to your most pressing questions about build-
ing teams.

Chapter Guiding questions Common challenges
addressed (“What’s the
hardest thing about coaching
or leading a team?”)

Truths about
building teams

Chapter 1:
Refining a
Vision

What is an effective
team? Why do we
need teams? What kind
of teams can have a
positive impact on
children?

• I’m leading a team, we’re really struggling, and I
can’t figure out why.

• Cultivating a sense of urgency in a team.
• Getting everyone to work together effectively to a

common goal.
• I don’t know if I believe in teams. I feel like I work

better alone.

Teams that work in or
with schools exist to
serve the social,
emotional, and
academic needs of
children.

Chapter 2:
Knowing
Ourselves
as Leaders

How will my awareness
of myself as a leader
enable me to build a
strong team?

What kind of leader do I
want to be?

• I don’t feel I’m qualified to lead this team.
• I’m leading a team, we’re really struggling, and I

can’t figure out why.
• My relationship to members in a team has

changed, and now they seem to me differently.
• I can’t remain neutral as a leader—I’m not neutral.

But how do I not impose my beliefs on others?
• When teams look to me for confirmation or affirma-

tion instead of talking with each other about what
they believe and what they want to do.

• I get really frustrated by some team members.
• I can’t stand working with stubborn people.
• There are so many problems in our team I don’t

know where to start.

Who you are as a leader
has the greatest
influence on a team.

Chapter 3:
Creating a
Culture of
Trust

What can I do to build
trust in a team?

• Getting veteran teachers to change and do some-
thing different.

• Dealing with adults who have fixed mind-sets and
who are not willing to take challenges or learn by
mistakes.

• There are so many problems in our team I don’t
know where to start.

• Getting people to trust each other.
• Dealing with high team member turnover.

Teams thrive with trust.

xxx Exhibit I.1
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Chapter Guiding questions Common challenges
addressed (“What’s the
hardest thing about coaching
or leading a team?”)

Truths about
building teams

Chapter 4:
Defining
Purpose,
Process,
and
Product

How do we figure out
what to do in our team?

How do we make sure
we’re doing work as a
team that will positively
impact students?

• Figuring out which direction to go with my team—I
don’t know what will help us the most.

• There are so many problems in our team I don’t
know where to start.

• Dealing with conflicting needs from different group
members.

• We have such different styles, personalities, beliefs,
and values.

• Lack of implementation and follow-through.
• Cultivating a sense of urgency in a team.
• Ensuring everyone is on the same page about

norms, expectations, beliefs, and goals.
• Staying focused.
• Getting everyone to work together effectively to a

common goal.
• Supporting others in moving past personal

agendas.

Teams that work in or
with schools exist to
serve the social,
emotional, and
academic needs of
children.
Building teams
takes time.

Chapter 5:
Laying a
Foundation
for Trust

What can I do to build
trust in a team?

How can norms or com-
munity agreements help
us become an effective
team?

• Getting people to trust each other.
• The negative voice that affects the whole group.
• The dominant voice that contradicts and chal-

lenges all others.
• Getting veteran teachers to change and do some-

thing different.

Teams thrive with trust.
Building teams takes
time.

Chapter 6:
Developing
the
Emotional
Intelligence
of a Team

How can I help everyone
get along?

How can we deal with
the stress of working in
schools?

• Getting veteran teachers to change and do some-
thing different.

• Getting team members to make changes or do
something different when they’re stuck.

• The negative voice that affects the whole group.
• The dominant voice that contradicts and chal-

lenges all others.
• Many different personalities and styles—someone

always seems to be offended.
• The feeling of the coach being against the loud,

dominant voice.
• Some people just do not work well with others.
• When one or two teachers consistently bring nega-

tivity and resistance to the group.

A team’s collective
emotional intelligence is
the key factor in its level
of performance.

(continued)
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Chapter Guiding questions Common challenges
addressed (“What’s the
hardest thing about coaching
or leading a team?”)

Truths about
building teams

Chapter 7:
Cultivating
Healthy
Communi-
cation

How can I facilitate
effective
communication in a
team?

• Getting veteran teachers to change and do some-
thing different.

• What to do about that one person who takes on a
leadership role without being asked.

• The negative voice that affects the whole group.
• The dominant voice that contradicts and chal-

lenges all others.
• Dealing with people’s cynicism that their voice and

time are not valued.
• When one team member is not onboard with the

other members.
• When people don’t push back on the dominant

voices.
• Drawing out the quiet participants.
• Dealing with those who want to be heard but don’t

want to listen.

Communication
between team members
is the thread that
connects everything.

Chapter 8:
Making
Good
Decisions

How can decisions be
made in a way that
builds trust?

What are different ways
to make decisions?

• My team disagrees with all the decisions I make.
• My team says I’m a top-down leader and that I don’t

give them input on decisions.
• When one member of the team speaks for the team

and sways things in a direction that others may not
want to go.

• When one team member is not onboard with the
others.

• Being unable to reach consensus because every-
one has such strong opinions.

• When we need to make decisions, our conversa-
tions go around and around, and we never seem to
make them.

Teams thrive with trust.
Communication
between team members
is the thread that
connects everything.

Chapter 9:
Supporting
Adult
Learners

How can knowledge of
adult learning help me
facilitate a team?

How do I apply princi-
ples of adult learning to
coaching teams?

• When teachers are in different places in their
learning.

• Meeting the needs of all.
• Getting teachers to take responsibility for their own

learning.
• Lack of implementation and follow-through.
• Getting veteran teachers to change and do some-

thing different.
• Dealing with adults who have fixed mind-sets and

who are not willing to take challenges or learn by
mistakes.

Learning is the primary
work of all teams.

Chapter 10:
Orchestrat-
ing
Meaningful
Meetings

What should we do
when we meet?

• Deciding what activities to do in meetings.
• Finding ways to facilitate or use protocols that help

teams collaborate rather than feeling led by me.
• I need to talk less and listen more.
• Teams look to me for affirmation instead of talking

with each other about what they believe and want
to do.

• We are stuck doing the same kinds of things every
time we meet, but I don’t know what else to do.

The health of a meeting
reflects the health of the
team.
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Chapter Guiding questions Common challenges
addressed (“What’s the
hardest thing about coaching
or leading a team?”)

Truths about
building teams

Chapter 11:
Setting the
Stage for
Artful
Meetings

How can I design
meetings that develop
an effective team?

• How to understand feedback when it contains
extremes.

• Feeling calm and confident when I lead meetings.
• What to do about that one person who takes on a

leadership role without being asked.
• Getting everyone to work together effectively to a

common goal.
• Keeping people awake during my meetings.
• Dealing with people who use technology

inappropriately.

The health of a meeting
reflects the health of the
team.

Chapter 12:
Navigating
Conflict

How can healthy conflict
make us a more effec-
tive team?

How do I manage
unhealthy conflict in my
team?

• Getting team members to make changes or do
something different when they’re stuck.

• When a team is not getting along because of the
mix of personalities, different teaching styles, and
so on.

• The negative voice that affects the whole group.
• The dominant voice that contradicts and chal-

lenges all others.
• The mentality of, my kids are different from yours.
• Teachers who are unwilling to examine their biases.
• When one or two teachers consistently bring nega-

tivity and resistance to the group.

Conflict can be healthy,
but unhealthy conflict
needs to be managed.

Chapter 13:
Assessing
Organiza-
tional
Conditions

How can I assess the
conditions in which I’m
leading my team so that
I can figure out where to
best focus my energy?

• We have no time to meet.
• There are so many teams in our school, but no one

has any idea what we’re all doing. Everyone is doing
something different.

• How to make sure that what we’re doing in our
team actually has an impact on our school.

• When we are in conflict with administration.
• Dealing with high team member turnover.
• Getting everyone to work together effectively to a

common goal.
• Our team is in conflict with the larger organization.

I’m stuck in the middle.
• I didn’t choose my team, and we don’t get along.

All teams exist within
systems and power
structures.
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Exhibit 1.1. Dimensions of a Great Team: A Tool for Reflection

Dimension Indicators Yes/No
Product
Something of quality

gets done that is
valuable, useful, and
appreciated.

Was our product well received?
Did our clients (students, teachers, parents, staff)
think that our product was high quality?
Did what we do make a difference to our clients?
Do I feel proud of the work we did together?

Process
The group’s

collaboration skills
increase as a result
of working together.

Did our ways of working together improve over time?
Did our ability to communicate with each other,
manage unproductive conflict, and have healthy
conflict increase?
If I was to continue working with this team, do I feel
confident that our work products would continue to
improve because we’ve figured out how to best work
together?
If the team has disbanded: If this team were to
reconvene, would I want to rejoin it?

Learning
The team experience is

a learning experience
that increases the
skills and knowledge
of individual team
members.

Did I learn in this team?
Did being a part of this team help me improve my
skills in my primary area of practice (e.g., teaching,
coaching, leading)?
Did I feel I could take risks in my learning in this
team?
Did I trust the other people in this team most of the
time?
Did I feel like I belonged to a community?

1. Product: A great team gets something done that is valuable, useful,

and appreciated.

For many teams in our context, our products might be hard to identify. However, this
is a primary indicator of a great team: that we get something done. Furthermore, the
opinions of the recipients of this product count, so we need to know what they think
of the work we do and we need to meet their expectations.

Refining a Vision 3
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other, and efficiently get things done. The solution to all the work that needs to be done
in schools isn’t to create dozens of teams—it is to have a handful of really effective,
high-functioning teams.

Exhibit 1.3. Do We Need a Team?

Convene a Team When… Convene a Committee or Working
Group When…

• The work to be done is adaptive. It
requires learning and changing people’s
hearts and minds.

• The reason for existence will be ongoing,
long term, and instrumental to the ability
of the organization to fulfill its mission.

• The tasks the team will engage in require
more resources than one person alone
can provide.

• The team’s goals are directly in support of
the larger organization’s goals.

• Membership will be consistent for at least
a year and it’s important that this team
develop trust in each other.

• Diverse skills and perspectives are
required to accomplish the work.

• There is someone with the skills to lead or
facilitate the team.

• The work to be done is technical. It
addresses a problem we know how to
solve.

• The work is episodic and organized
around a specific task or project.

• One person or a couple people can do
what needs to be done.

• There are tasks to complete, events to
hold, and so on. The work done in this
group may feed into or support the work
of a team.

• High levels of trust aren’t essential to
meet the group’s goals and membership
can fluctuate.

• Divergent perspectives aren’t essential.
A limited skill set is needed.

• The success of the group doesn’t weigh
heavily on a leader or facilitator with skills.

Working Alone

Don’t be afraid of individuals working alone—either within or apart from a team.
Many people (especially introverts) need quiet, independent work time to effectively
contribute to the greater whole. Teams can work interdependently and independently
at the same time. For example, if a team of coaches is charged with designing and

Refining a Vision 9
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Figure 2.1. The Brain

public and private sectors, and people often first encounter it in career counseling
(Briggs Myers 1995).

Personality traits include a tendency toward introversion or extroversion—how
you get energy. Introverts replenish their energy reserves from time alone or in small
groups, whereas extroverts feel energized from large groups. Introverts tend to want
quiet time to process, enjoy working independently, and prefer to work with one part-
ner or the same partners over a period of time. Extroverts often like brainstorming in
teams, want to frequently mix up the configuration of groups and pairs, and often
turn and talk during quiet reflection times. With just these few examples, I imag-
ine you can see how knowledge about your and team members’ personalities could
be useful.

Personality also contributes to how you make sense of information—do you focus
on concrete, actual data? Or do you prefer to use your intuition and interpret what you
see or hear? Our approaches to decision making also differ according to personality.

Knowing Ourselves as Leaders 19
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participation and engagement of everyone. When team members participate in these
reflections, they are more likely to see their own responsibility for the health of the
team. This kind of activity also helps people build trust in each other as each person
recognizes his or her positive (or negative) contributions to a team.

Exhibit 3.1. Team Temperature Check

This tool can be used on an occasional basis (e.g., monthly for teams that meet weekly) so

that team members can offer feedback. The facilitator can share this feedback with the team

to spur discussion about how to improve their work together or can use it for personal reflec-

tion. Note that the facilitator should also respond to this and reflect on the statements.

Indicator 3 = Usually
2 = Sometimes
1 = Rarely

1. I show up as my best self to our team meetings.

2. I look forward to our meetings.

3. I feel that I can meaningfully contribute during our meetings.

4. I feel that team members are respectful to each other.

5. I feel that we all learn from each other.

6. I feel that the facilitator or lead holds a safe space for learning and
collaboration.

7. I feel that our work together will serve our students.

8. I feel that our work together stays focused on our purpose, goals, or
projects.

9. I leave our meetings feeling stretched, energized, or inspired.

10. I feel that my feedback on our meetings is acknowledged.

TOTAL

Comments:

52 The Art of Coaching Teams
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Table 4.1. Determining Actions for Team Development

Situation Next Steps
I know why the team exists.
I convened it.

1. Articulate the why: Write it down. Also explain how this
team’s work supports the larger mission and goals.

2. Explain the why to others and listen to their questions.
Revise the why if necessary.

3. Get buy-in from other team members. You may need to
do some elements of the mission and vision process,
or you might be able to move into how the team will
work together.

I was appointed to lead this
team. I’m not sure why it exists.

1. Talk to the person who appointed you and ask why he
or she thinks it exists.

2. Map other teams in the organization and consider how
their work serves the mission.

3. If you determine that the team can play a role to meet
the organization’s mission and goals, then engage the
team in the mission and vision process.

4. If you determine that the team doesn’t need to exist
(perhaps its work is redundant), share your reasoning
with the person who appointed you.

This team structure has existed
for a long time, but no one really
knows what it’s supposed to do.

1. Engage your team in the mission and vision
process.

Furthermore, many schools and organizations feel a moral obligation to address
the opportunity gap (often called the achievement gap). The opportunity gap is the
disparity in access to quality schools and the resources needed for all children to be
academically successful. Opportunity and achievement gaps in the United States (as
well as in many other countries) are based on race, class, language, and other social
differences. Teams in equity-driven organizationsmay alsowant to reflect on this ques-
tion: How is our team working toward creating equitable schools?

Let’s consider a high school English department that’s debating its focus for the
following year. Perhaps one teacher advocates that he does what he’s always done in
the spring: teach literary analysis with a focus on the great classics. “After all,” she
argues, “that’s what we do here at Great Western High; it’s what we’re known for. We’ve
taught Beowulf every year since my grandfather was a student here.” Perhaps she can
make an argument about why students need the classics (“To be successful in college,

66 The Art of Coaching Teams
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trusting relationships with colleagues, refine their reflective capacities, build their emotional

resiliency, and improve student outcomes.

Our clients will report that coaches built effective teams that examined instruction, cur-

riculum, and assessments and led teams to make changes to practices to transform the

experiences and outcomes for students.

Teachers and administrators will all say that coaches relentlessly surfaced and interrupted

inequities.

Coaches will feel effective, empowered, and proud of their work. They will describe a year

of rigorous learning (for themselves) and will express that they felt supported in their work by

their manager and by the team of coaches. They will be able to trace their work as coaches to

improved student outcomes.

Everyone who participates in our coaching program will have positive feelings about it and

will be able to trace its impact on student learning.

When a team is not yet formed and you can plan for each stage of its develop-
ment, then follow the agenda shown in Exhibit 4.2. In some cases, you might need to
determine the mission and vision for a team yourself. You’ll still need to engage team
members in a process so that they understand these and buy in to them.

Exhibit 4.2. Determining a Team’s Mission and Vision

Time Topic/Activity
5–10 min. Provide the district/organization and school’s mission and vision

statements, if available. Invite reflection:
• I see…
• I think…
• I wonder…
If good examples are available, share mission and vision
statements from other similar teams. Ask reflection questions:
• I see…
• I think…
• I wonder…

(continued)
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Time Topic/Activity
5 min. Provide a definition of mission and vision (see previous

definitions).
Discuss how having a mission and vision can help a team.

15–30 min. Ask participants to write and then talk in pairs and then in
a whole group about the following questions:
• Within our team, which component of our school, district, or

organization’s vision can we work toward?
• Within our team, which component of our school, district, or

organization’s mission can we uphold?
• What specifically can our team do to move our school,

district, or organization forward on its mission?
• Which student needs are we aware of that our team

can respond to? (Also, if relevant, which teacher needs
are we aware of that our team can respond to?)

• What data do we have from and about students that
could help us determine our team’s mission and vision?

• Why do we think this team exists?
• What is the most important work we think this

team could engage in that would be of service to
children?

10–15 min. First in pairs ask participants to brainstorm keywords and phrases
that reflect what they think should be the team’s mission (its
fundamental purpose) and its vision (a compelling future). It’s
useful to have lots of chart paper and markers available for this
section.

10–15 min. Have pairs join other pairs and then groups of four join other
groups of four (and so on) to share their brainstorms. As groups
join up, they share ideas and look for repetition of ideas and
additional important ideas that might need to be included but
aren’t repeated. The goal of this activity is to combine ideas and
condense the brainstorms.

5–10 min. With the whole group, look at the words, phrases, and ideas that
stand out. Invite discussion.

5–15 min. Use a decision-making process (see Chapter 8) to agree
on the keywords, phrases, and ideas—not the exact
wording.

70 The Art of Coaching Teams
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Time Topic/Activity
5 min. Explain next steps:

• Ask for two team members to volunteer to wordsmith the ideas,
phrases, and words into a mission and vision statement.

• Determine when this will happen and when the team will come
back to look at their work and make a final decision. Inform that
team that the final decision will also be made together (and let
them know exactly what kind of decision-making process will
be used). The process of agreeing on the draft brought by the
wordsmiths can take anywhere from 10 minutes to an hour.

Close the meeting.
60–105 min.
total

“Perhaps the secret of living
well is not in having all the
answers but in pursuing
unanswerable questions in
good company.”

RACHEL NAOMI REMEN

If you lead a team that’s already in existence
(e.g., a grade level or department team), it can be
useful to revisit the team’s mission and vision. If
these don’t exist, then consider a process to deter-
mine a mission and vision. Ideally the mission and
vision are communicated in short statements and
frequently referenced. When a member of a func-
tioning team is asked why his or her team exists, he
or she can offer a succinct response that aligns to
the responses of all other teammates.

IT’S ALL ABOUT HOW WE WORK TOGETHER
Highly effective teams know what we’re working on, why we’re working together
(what our team’s mission and vision is), and how we’ll work together. How we
work together includes the following components: our team’s core values, norms or
community agreements, team member roles and responsibilities, decision-making
agreements, and communication agreements. (Community agreements and decision
making each requires its own chapters; see Chapters 5 and 8.) Many teams benefit
from discussing their mission and vision before naming their core values, but in some
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cases—such as a team that is already formed and might have some ineffective ways of
working together—starting with core values and norms can be helpful.

Core values are the collective commitments that guide our behavior.

Core Values

Core values are a precursor to norms or community agreements. They express the
commitments of the team members, commitments that then direct behavior (norms
articulate behavior). Core values are an answer to these two questions: Which beliefs
and behaviors will allow us to fulfill our team’s mission and realize our vision? What
do we stand for?

A conversation about a team’s core values can begin with individuals identifying
their own core values. On my website you’ll find an activity to guide a group through
this process. This is a meaningful way for team members to get to know each other,
after which they can proceed to articulating their team’s core values. Then you can use
a process similar to the one described for determining a team’s mission and vision to
determine core values with a team.

As with the mission and vision process, it is the conversations that unfold that
are important. These conversations build commitment, understanding, and trust.
Although this takes time, the discussions contribute to cementing a solid foundation
for the hard work to come. Team members usually enjoy articulating their core
values as it offers them an opportunity to speak about what really matters to them.
Exhibit 4.3 offers the core values that the transformational coaching team developed
when we started working together.

Exhibit 4.3. Transformational Coaching Team’s Core Values

Our commitments as transformational coaches:

1. We are guided by the principles of adult learning so that we can meet our clients where

they are and can further their learning.

2. We build trusting relationships with our clients because we know that people learn best in

the presence of compassion and love. We know that there is no coaching without trust.

72 The Art of Coaching Teams



Trim Size: 7in x 9.25in Aguilar c04.tex V3 - 01/11/2016 10:59pm Page 73

�

� �

�

3. We apply a growth mind-set, and we take the long view. We recognize that practicing trans-

formational coaching and changing behaviors, beliefs, and being will take time.

4. We apply a systems-thinking approach to support our clients and their schools in change

because we believe that the whole is greater than the sum of its part.

5. We believe that people work better in resilient, trusting communities than they do alone,

and we intentionally build these communities. We work to bring people together and bridge

the gaps that have divided educators.

6. We manage our own emotions and develop our skills to interrupt systemic oppression. We

are advocates for children as well as the adults with whom we work.

7. We embrace our role as leaders at the sites we work at, and we acknowledge that we

are looked at as leaders. Because of this, we recognize the need for us to be mindful

of our words and actions and maintain the highest levels of integrity about our work at

all times.

8. We value our own time and space for learning and recognize our need for support. We

commit to taking care of each other and taking care of ourselves.

Team Member Roles and Responsibilities

Roles and responsibilities are part of howwe’ll work together and contribute to a team’s
efficiency. Roles usually don’t need to be co-constructed (Exhibit 4.4), but teams need
to determine which roles they use. More important, team members need to know and
understand what the roles entail. For example, the note-taking process used by one
person might differ significantly from that used by another. Agreements need to be
made about which components of the role need to be standard—for example, whether
the note taker records only decisions and next steps or will capture each member’s
comments.

Roles can rotate each time a group meets or be consistently held by one individ-
ual. Sometimes a team discovers that one member is an outstanding recorder and
agrees that this individual should always be the recorder. In some ways, this makes
sense as it plays on the strengths of members. However, recorders often have a harder
time participating in discussions and activities because they’re thinking about tak-
ing notes. Another reason to rotate is to give members different perspectives on how
the group is functioning and to ensure that work is equally distributed. As with so
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many moments in team building, what’s essential is that the process of determin-
ing role rotation is thoughtful, intentional, and invites input from all team members.
Every moment in team development is an opportunity to increase buy-in to the team.
What’s tricky to figure out is the balance between getting input and getting something
done. Explore this tension with the knowledge that at times you might fall heavy on
one side or the other, but as you learn about your team and yourself as a leader you’ll
find a good balance.

Exhibit 4.4. Team Member Roles and Responsibilities1

The Facilitator

Purpose: To help the group achieve meeting objectives during the given time frame.

Facilitator’s Role and Responsibilities:

• Create or co-create the agenda, or preview the agenda ahead of time. Facilitator must be

clear on the objectives or outcomes.

• Listen actively to all participants and periodically summarize as needed.

• Check for shared understanding in group.

• Keep the group focused on the topic.

• Refer to the objectives of the meeting to keep the group focused on the outcome.

• Identify the components of the agenda: for example, discussion, brainstorm, decision

making, announcement.

• Determine whether the agenda needs to be altered based on the needs of the group and

checks for consensus on making those adjustments.

• Remind the group of the agreed upon norms when necessary.

• Manage unproductive conflict and power dynamics.

• Keep a list of people waiting to speak and facilitate the order of discussion.

• At the end of a section or of the meeting, review decisions and commitments made during

the meeting, review items postponed for future meetings, and ask for process observations.

Tips:

• The facilitator role can also be shared between two people. For example, one facilitator can

keep track of speakers, to-do items, and commitments that individuals make.
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• A co-facilitator is also useful when there’s a decision to be made about the components of

the agenda because the two facilitators can confer and make a shared decision.

The Timekeeper

Purpose: To monitor the group’s adherence to the times laid out on the agenda.

Timekeeper’s Role and Responsibilities:

• Establish an agreement with the facilitator about how to communicate—verbally or

nonverbally.

• Let the group know when time is running out or has expired for each agenda item.

• Work with the facilitator to renegotiate time frames as needed.

The Recorder

Purpose: To document the meeting.

Role and Responsibilities:

• Records major decisions and action items without adding opinions.

• Takes more detailed notes of a discussion if requested by the facilitator or group.

• Checks with participants as needed to ensure accurate recording.

• Distributes typed notes to the group within a specified time period.

• Archives all agendas, handouts, and notes in an agreed upon location.

Tips:

• Make sure the recorder knows whether the expectation is that everything said during the

meeting is written down or only the main decisions and next steps.

The Process Observer or Process Checker

Purpose: To help the group gain more awareness of its group dynamics so that it can accom-

plish its goals.

Role and Responsibilities:

Community agreements: The process observer pays attention to how the group honors its

community agreements. The process observer can do this by affirming behaviors that are

consistent with the norms and naming behaviors that don’t uphold the norms.

Participation: The process observer can track who talks, how long people talk, who doesn’t

talk, and any patterns in participation that might be important, such as female team
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members participating more than male members. The process observer can also record

the nature of each person’s participation, for example, whether the contribution was a

question, an opinion, a clarification, an assertion, a criticism, or an attempt to facilitate or

problem solve.

Decision making: The process observer can note how decisions are made (whether by

the facilitator’s discretion, by the demands of one person or a small group, or by group

agreement). The process observer might also simply name when decisions are being

made—often a group is not cognizant of decisions being made.

Tone: The process observer might also pay attention to the general tone of conversations

(if this is something the group is working on) and offer specific examples to support an

observation. For example, the process observer might pay attention to moments when the

team is collaborative or antagonistic.

Operating Guidelines:

• The process observer can offer observations on how the team upheld the norms during

the meeting or at the end of it. How and when the process observer will make observations

should be communicated at the outset of the meeting.

• The process checker can use a rubric, if the team has one, to note how the group works

together.

A Process Check Is: A Process Check Is Not:
1. Evidence based—observations are about

specific behaviors.
2. A way to name behaviors in relation to shared

agreements.
3. A time to reveal patterns of participation.
4. An opportunity to raise challenging and some-

times hard questions to the group connected to
shared purpose and agreements.

5. A moment for the group to listen openly.

1. A time for blame or judgment.
2. A time to challenge specific individ-

uals in the group or the team leader.
3. Focused on meeting content.
4. Time to present proposals.

Examples of Process Check Prompts:

1. A norm we seem to be holding well is…
2. A norm we seem to struggle with is…
3. Some patterns of communication that I noticed were…
4. Some of the non-verbal communication that I noticed was…
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5. Frustration seemed to increase when… and decrease when…
6. People seemed more engaged when… and less engaged when…
7. Our ability to make decisions seemed to increase when… and decrease when…
8. We seemed to get stuck when…

Tips:

• It can be useful to have a second process checker who supports the primary process

checker, catches things that might slip past him or her, and who pays attention to the

process checker’s participation.

• Everyone in the team can be invited also to pay attention to process and to offer his or her

insights at any time.

1Modified and used by permission from the National Equity Project.

Communication Agreements

Clear and shared communication structures, processes, and expectations are critical to
how a team works together. In this section, we’ll consider communication agreements
that arepurely technical—that canbequickly and fairly easilydetermined.For example,
an agreement such as, “Work email will not be sent to each other after 8:00 p.m.
on weeknights,” is a technical agreement. Chapter 7 expands on communication.

When you’re forming a team, discuss your hopes and expectations for communi-
cation. Team members often hold different assumptions about seemingly straightfor-
ward components of communication agreements. For example, I would never call a
colleague after 10:00 p.m. because I assume she’d be asleep and might have the phone
by her bed. I wouldn’t want to risk waking her up, so I would wait to relay an important
message until the nextmorning. However, someone elsemight assume that a colleague
may have her phone turned off and would want to receive an important message as
soon as she woke up. She might believe that calling a colleague at any time of night
is acceptable, especially if she has an important message. Taking the time to iron out
these agreements can prevent misunderstandings and potential conflict.

Questions to discuss and make decisions about include the following:

1. What is the purpose for using email?

2. Within what period of time do we expect team members to respond to email?
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3. How often do we agree to check our work email?

4. Are there any parameters we want to set for using email, phone calls, or text
messages?

5. Do team members have a preference for how they receive communication (e.g.,
email, voicemail, text messages, in person)?

6. Are there any other agreements we want to make about communicating with other
teams, colleagues, or administrators?

Communication agreements need to be revisited occasionally and may need mod-
ification. Be sure to address the little things as they come up. Exhibit 4.5 offers an
example of a team’s communication agreements.

Exhibit 4.5. Example of a Team’s Communication
Agreements

• Email is used for communicating logistical information, sharing resources, and providing

reminders. It is not used for airing grievances, talking about students or colleagues, or

dealing with conflict of any kind. Those issues are to be raised in person either with the

team or with a specific individual.

• We will respond to each others’ emails as soon as possible and within 48 weekday hours of

receiving the email.

• We agree to check our work email on a daily basis.

• Emails and text messages should be brief and to the point—otherwise the content probably

merits a conversation or team discussion.

• We will use Google Drive for our shared documents and will check with each other before

giving anyone else access to our files.

• Notes from our team meetings will be edited and posted on Google Drive within 24 hours of

the end of our meeting.

• When one of us communicates with our administrators about our team’s work, we’ll copy

the whole team on the email or report back on the communication if it was in person at our

next team meeting.

• We will not call or text each other after 8:00 p.m. on weekdays or before 7:00 a.m. or on the

weekends unless it’s an emergency; we respect each other’s time with family.
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Exhibit 4.6. Transformational Coaching Team Goals, 2013–14

Teacher performance, as measured by the teaching evaluation rubric. By June:

1. On Element 3.4A of the rubric, 100% of teachers will make one column of growth;

2. On Element 1.2A, 80% of teachers will make one column of growth, or consistently score

at a three (out of four) or higher;

3. On Element 2.3A, 95% of teachers consistently score at a three (out of four) or higher.

Client satisfaction: By June, at least 90% of those participating in this coaching program

will agree or strongly agree with the following statements on our end-of-year survey:

1. I feel that my coach has helped me improve my professional practice.

2. I feel that coaching has been a positive experience.

Teacher retention: At the end of this school year, we will retain at least 85% of effective

teachers.

Student learning: Our work is in support of the following student learning goals. We will take

these into account when evaluating the success of our work.

Reading: 100% of students will make 150 points of growth on the reading assessment.

Writing: 100% of students will make one level of growth on the writing assessment.

Student experience: Our work is in support of the following student experience goals. We

will take these into account when evaluating the success of our work.

• Reduce the suspension rates of African American and Latino males by 20%.

• Reduce chronic absence by 5%.

These might be determined by the team lead alone or with input from others, or
they might be fully co-constructed with a team. For example, department leads might
determine goals for their team in the school’s leadership team. This can ensure that
department goals will align to school goals and to those that other teams set. It can be
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needs to shift, be that the goal itself or our practices. And if we do meet our goals,

then we’ll also spend time reflecting on what allowed us to meet them—and what

needs to shift. Goals help us learn, and our central work in this team is to learn.”

Throughout the year as we assessed our progress toward meeting our goals,

coaches experienced increased confidence in their skill sets and in being guided

by goals. We didn’t meet all of our goals, but we learned a great deal about a whole

lot—including the conditions necessary for meeting ambitious goals. And one condi-

tion, I acknowledged, is that the leader presents goals in a way that leads to buy-in,

that the leader can manage her own feelings while others process theirs so that

we don’t get all wrapped up in the emotional experience of goals. Sometimes as I

reflected on how this team was developing, I could see the points along the path at

which we could have gone in different (less effective) directions. I could see how if

I had responded defensively in those initial moments when I’d presented the goals I

might have sent us in a different direction. What I recognized was that often it was

my ability to hold off, to be quiet, to wait before responding, to allow others to work

things out by themselves that was critical. And again and again, I returned to the

truth that who you are as a leader has the greatest influence on a team.

Exhibit 4.7. Team Work Plan Example

GRADE-LEVEL TEAM WORK PLAN

Rise Up Elementary School’s Fifth Grade Team

2014–2015

Annual District or School Goals

1. 95% of students will make at least a 20% growth in reading on our school-created reading

assessment (Top focus for 2014–15).

2. 95% of students will use evidence from a text to support written arguments.

3. 95% of students will feel welcomed, appreciated, and cared for by the adults at school, as

reported on our student survey.

4. 95% of students will feel connected to their peers and that they have at least one friend at

school, as reported on our student survey.
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Team Mission Team Vision Team Community Agreements
Our team exists to
create a safe and
nurturing community
for our students so that
they can take risks, be
vulnerable learners,
and reach their student
achievement goals.

We aspire to create a safe space
for our own learning as teachers
where we can support and
challenge each other, push each
other to do our very best for our
students, and celebrate our
successes. With this foundation,
we aspire to provide exceptionally
caring and rigorous instruction for
our fifth graders this year.

• Be fully present in mind
and body

• Challenge assumptions, our
own and others

• Tell the truth without blame
or judgment

• Be unattached to outcome

Team Core Values

1. We hold a growth mind-set for each other, our colleagues, our students, and their families.

We know that everyone can learn.

2. We value relationships and spend time cultivating them because everything springs from

relationships based on respect and care.

3. We practice looking at the whole and its parts at the same time. We remember that we are

all connected, a part of many systems, and that we are more effective if we practice this

kind of seeing.

4. We know that we work better in resilient, trusting communities, and we strive to build these

with each other and with our students and their communities.

5. We acknowledge that our emotions are a part of our work. We work to understand them

and manage them in ourselves and in others.

6. We know that our own backgrounds and experiences shape our beliefs and actions; we

pay attention to who we are and who we serve so that we can interrupt systemic oppression

of all kinds.

7. We value productive conflict and know that disagreements about ideas can lead to insights

that will help us better serve our students. We embrace these opportunities and learn from

them.

Team Decision-Making Agreements

We aspire to make the majority of our decisions through consensus, but we recognize that

sometimes this may not be possible. In these cases, we will make decisions using a voting

process. If this is not possible and we are unable to make a decision, we will use a majority

voting process.
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Team Goals

SMARTE Goal 1

• To support our top focus school goal and specifically our most struggling readers, (so that

they meet their growth goal) by June 2015, we will use at least 20 different reading com-

prehension structures and strategies in our classes, we will use four different assessment

tools and will analyze the results from these tools, and we will apply these approaches to at

least five different genres of text.

Strategic Actions Benchmark Indicators
July—August • Attend professional development on

reading comprehension for struggling
readers and English learners.

• Create unit plans for the first quarter
that incorporate our learning into all
content areas.

• Outline yearlong scope and sequence of
reading comprehension strategies and
texts.

• Determine which assessments to use,
create some if necessary, and calendar
assessments.

• Unit pans
• Yearlong scope and

sequence
• Assessments selected,

created, and calendared

September • Administer preassessments.
• Analyze preassessments with team and

set individual student growth goals.
• Introduce first set of reading compre-

hension strategies to students and
practice with one genre of text (fiction).

• Share student work from this first set
with team and analyze together.

• Preassessments analyzed
• Student work analyzed

October • Conduct in-depth assessments and
interviews with focal students; share
these with team.

• Observe each other’s focal students and
share feedback and observations.

• Plan a science text reading comprehen-
sion lesson together.

• Video record ourselves teaching this
lesson and share videos with team.

• Assessments and inter-
views of focal students
gathered and shared

• Collaboratively planned
lesson

• Video recordings of teach-
ing shared with team

(continued)
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Strategic Actions Benchmark Indicators
November • Administer end-of-quarter reading

assessments and analyze results
together.

• Introduce second set of reading com-
prehension strategies with third genre
(biography).

• Share and analyze focal student work
from biography lessons.

• End-of-quarter assessment
results analyzed

• End-of-quarter assess-
ments show a positive trend
toward growth for 95% of
students

• Focal student work shared
and analyzed

SMARTE Goal 2

• To support our school’s third and fourth goal, by June 2015, we will ensure that at least

95% of the students in our grade-level feel welcomed, appreciated, and cared for by at

least one teacher; and we will ensure that at least 95% of our students feel they have at

least one friend in their grade level.

• This is an action goal for ourselves as teachers.

Strategic Actions Benchmark Indicators
July—August • Plan lessons for the first 6 weeks of

school to implement the Caring School
Community program.

• Visit each child’s home and conduct
informal interviews with family
members.

• Plan for October overnight trip.

• Lessons planned.
• Visits completed.
• Overnight trip planned.

September • Match fifth graders with their kinder-
garten and eighth grade buddy and
launch buddy program.

• Conduct whole-class and individual
preassessments to gauge students’ feel-
ings about school, each other, and their
teachers.

• Based on the data collected this month,
select focal students for the semester.

• Hold several cross-grade level events
and ensure that students build com-
munity with each other and with other
adults.

• Buddy program launched.
• Interviews completed.
• Focal students selected.
• Grade-level events held.
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Strategic Actions Benchmark Indicators
October • Implement “Month of Compassion”

unit; observe each other’s focal students
during at least one lesson.

• Arrange service-learning events for
November.

• Lead overnight trip; each teacher will
spend a minimum of 1 hour with her
focal student and at least 1 hour with
another teacher’s focal student to get to
know them better.

• Unit implemented and
observation of students
accomplished.

• Service-learning events
planned.

• Overnight trip goals
accomplished.

November • Conduct end-of-quarter survey and
analyze results.

• Conduct service-learning activities.

• Survey results show positive
trend.

• Revise action plans
based on survey results if
necessary—in particular for
focal students.

• Service learning activi-
ties produce evidence of
students’ expanding com-
passion for each other and
all living beings.
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powerful norm if a group identifies what might be evidence that someone is listening
to understand. The time spent making meaning together of norms can improve how
a team functions.

The most common challenge with norms is that a group selects too many. When
this happens, it can suggest that the group is strugglingwith decisionmaking and trust.
For norms to be useful, theymust bememorable. And for them to bememorable, there
must be no more than seven—although I think five is ideal.

Procedural norms and behavioral norms are both useful to establish. As you can see
in Exhibit 5.1, procedural norms describe some of the technical agreements between
team members. Behavioral norms describe the emotionally intelligent ways that we
will interact with each other. Norms are most often activated and referenced during
meetings, but their usage is not exclusive to team meetings. They are most useful when
they also apply to anytime we interact with each other, whether that’s in the hallways,
during yard duty, or at a staff meeting.

Exhibit 5.1. Part 1. Examples of Norms

Facilitator’s Procedural Responsibilities Facilitator’s Procedural Requests

• Email agenda and anything that will need
to be read that’s over two pages at least 48
hours ahead of meeting time.

• Invite feedback at every meeting and
share a summary at the next meeting.

• Articulate the purpose of all activities and
connect them to our mission.

• If you know you’ll be absent for a meeting,
let me know as soon as you know.

• If you are coming but will be late, text me.
• Communicate directly with me and as fast

as possible if you have any issues coming
up in this learning space.

• Respond to emails (when requested)
within 24 hours (during the weekdays)
of receiving them.

A facilitator’s roles and responsibilities are not norms for all team members.
For example, “Have agendas that meet different learning needs” isn’t a community
agreement—it’s a facilitator’s job. If desired, procedural facilitator norms can be
determined with a team. This serves as reminder of mutual accountability and can
subtly address the power dynamics between the facilitator and the team. For an
example of Community Agreements, see Exhibit 5.1, Part 2, later in this chapter.
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Let the group know that although you have a time frame for the norming pro-
cess it may take longer. You might say, “I’ve allocated 1 hour for our norm-setting
process today. If we need more time we can take up to an hour of next week’s meet-
ing. I want to make sure this process is thorough and meaningful, and I’ll facilitate as
best I can to keep us on track and moving forward.” In my experience, a norming
process can take from 1 to 3 hours.

Steps

Exhibit 5.2 shows an agenda I used with a group to create norms. This team was com-
posed of eight teachers, two ofwhomwere new.Therewas some discussion and debate,
but not too much. The process was completed within the 2-hour agenda. I hope that
this agenda clarifies the steps and talking points for developing norms.

The process of creating norms can be fast and easy or long and challenging. To
make sure that everyone stays engaged, you’ll want to pay close attention to nonverbal
communication and to solicit feedback along the way. When the majority of the group
seems ready to move on, you may need to push ahead with the agenda.

If the norming process occurs near the beginning of your timeworkingwith a team,
your facilitation skills may be keenly observed. You’ll want to ensure that this expe-
rience builds the team’s trust in your capacity to facilitate and be responsive to all
needs.

Time for discussion during the formation of norms can set the stage for effective
collaboration. As teammates share stories, they learn about each other and process
feelings. You can—and probably should—plan for these moments to happen.

Exhibit 5.2. Example of Agenda for Norm Building

Math Department PLC

RISE UP ACADEMY

August 7, 2014 8:00 a.m. to 10:15 a.m. FACILITATOR’S AGENDA

Intended Outcomes

Participants will:

• Develop and agree on our community agreements for our department for this year
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Agenda

Time What Why How

Materials
8:00 (20) Opening

• Welcome (31)
• Agenda review (5)
✓ Frame our process today

by referencing the dis-
cussion we had last week
about what it would take for
our team to feel safe and
trusting with each other.

• Grounding: Ball toss
game (10)

To understand
what we’ll do
today and bring
our best selves to
this team. To
connect with
each other and
build community.

Pair share
Written reflection
Whole-group game

Agenda

8:20 (25) Generating Our Norms
• Make sure to keep reminding

the group why we’re doing
this, how these norms will help
us work effectively together, to
learn from each other, and
to meet our students’ needs.
Emphasize this a lot!

• Surfacing previous
experiences (4)
✓ Say: With a partner, share

any experiences you’ve
had with creating norms in
a team.

✓ Let them know after
2 minutes have passed to
switch to next person.

• Hopes for our today (3)
✓ Say: With the same partner,

now share your hopes for
our process here today.

To identify the
community
agreements that
will be most
useful to our
group.

Pair share
Individual writing

Note cards
Examples of
Community agreements
Highlighter pens

(continued)
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Time What Why How

Materials

• Brainstorming (9)
✓ Say: On your note card, list

the behaviors you’d like
to see others demonstrat-
ing in our team. Also list
those that you know will
be most important for you
to demonstrate to be your
best self here. 3 minutes to
brainstorm.

✓ Hand out examples of
community agreements.
Say: Read these over and
highlight those that you
feel might be really useful
for our group. Also, notice
if there’s language used
that you really like and that
might reflect one of your
ideas. We’ll take 3 minutes
to quietly read and note.

✓ Say: Now, from the list you
created and the one you
just read, put a star by the
FIVE [what] that are most
important to you. We’ll take
a minute or two to do that.

• Brainstorm share (6)
✓ Say: Now turn to a differ-

ent partner and share the
five that you just identi-
fied as most important for
our group to follow. Explain
why you selected those.
You’ll each have 3 minutes
to talk, and I’ll tell you when
it’s time to switch.
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Time What Why How

Materials
8:45
(20–40)

Clarifying and Classifying Our
Norms
• Select five and share (12)
✓ Say: Select up to five of

the norms that you brain-
stormed or chose from the
examples, and write each
one individually on a sticky
note. You’ll have a chance
to explain your meaning
soon, but for right now
you just need to cap-
ture your idea. [Show an
exemplar.] (1)

✓ Have everyone get up and
put his or her sticky notes
on the chart paper in a
way so that they can all be
read. Invite everyone to just
stand back and read what’s
been posted. It’s OK if they
start talking to each other
about what they see. (10)

• Clarify (2–15)
✓ Say: Are there any terms or

phrases on any of these
sticky notes that you
would like clarity on? Is
there a norm that you’d
like the author to explain?
We want to make sure we
understand what we’ve
generated.”

To make sure we
all understand
the meaning
behind the norms
that have been
generated.

Whole-group
discussion

Sticky notes
Chart paper

(continued)
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Time What Why How

Materials
✓ NOTE: This conversation may

need to be longer or shorter
depending on what is gen-
erated. This is a moment to
be a very watchful facilitator
to ensure that there’s equity
of participation, that people
can explain their ideas with-
out going on too long or being
silenced, and that everyone
is engaged in the discussion.
The group should be stand-
ing or sitting in a way so that
everyone can see each other.
This can be a really impor-
tant part of the process as
team members describe what
they need from the group and
perhaps share previous expe-
riences or hopes.

• Organize our brainstorm (5–10)
✓ Say: Let’s see what happens if

we try to organize and group
these [xxxs?]. If you’re already
seeing patterns and group-
ings, then I welcome you
to start moving the sticky
notes around. You’re also wel-
come to stand back and just
watch—I’m sure we’ll have
plenty of hands helping. Our
goal is to group these into
5–10 categories that could
become our norms, even
though we’ll narrow them
down to between five and
seven categories in the end.
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Time What Why How

Materials
Approx.
9:05–9:25
(6–20)

Finalizing Our List
• Narrowed list that we can all live

with (4–10)
✓ Rewrite the 5–10 norms that

have been grouped previously
in a list.

✓ Say: Is there any norm here
that you can’t live with, that
you’d be strongly opposed to
having as a group norm?

✓ If there is, ask for explanation.
If necessary, attempt to revise
or eliminate norms until every-
one is comfortable with the list
of between 5 and 10.

• Voting (6–10)
✓ Give everyone five stickers,

and tell everyone to stick one
next to each of his or her top
five most important norms.

✓ Once the top five have been
identified, ask for a thumb
vote: Thumb up if you are good
with these; thumb sideways if
you’re okay with it and can live
with it; thumb down if you can’t
live with the final decision. This
can happen if there’s a norm
that someone really feels the
group needs but it didn’t get
into the top five. Ask anyone
with a thumb down to explain
his or her reasoning, and then
check the whole group to
see if anyone else’s thumb
has been swayed. Attempt
to seek consensus, but also
balance the need to maintain
everyone’s engagement.

To agree on and
articulate our
team’s norms.

Individual voting
Group discussionChart paper
Stickers

(continued)
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Time What Why How

Materials
✓ If consensus can’t be

reached, ask the group to
move forward with trying out
the top five to seven norms
and promising to return to
them in 6 weeks to see how
they’ve been working.

✓ IF IT’S BEEN A LONG TIME,
TAKE A 10-MINUTE BREAK.

Approx.
9:15–9:45

Making Meaning of Our Norms
• Write each finalized norm on the

top of a sheet of chart paper,
and post around the room.
Invite everyone to walk around
with a marker and write the
meaning he or she makes of
that norm—and what it would
look like or sound like if that norm
was being held. (8–12)

• Ask for quiet, but let all partici-
pants know that they can com-
municate in writing—they can
comment on each other’s notes,
star what others have written, ask
questions. Make sure to empha-
size the purpose of this activity.

• Ask that everyone contribute to
each poster because we want
to have everyone’s voice in this
conversation.

• After everyone has circulated to
each poster, debrief together.
Say: What do you notice in our
comments? Is there anything
here that anyone thinks we
should talk about together? Any-
thing that needs clarification?
(8–12)

To ensure that
our norms will be
meaningful and
useful.

Chalk talk
Whole-group
discussion

Markers
Chart paper
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Time What Why How

Materials
Approx.
9:30–10:00

Closing
• Next steps: How will we ensure that

our norms are living, meaningful
things?
✓ Say: At our next meeting, we’ll

spend about 20 minutes dis-
cussing how we can make sure
that our norms are really helpful
and which structures we can use to
uphold them.

• Reflection (5)
✓ Say: With a partner, share your

reflections on this process today.
How did you experience it? How
did it feel? You’ll each have
2 minutes, and I’ll let you know
when to switch.

• Feedback (5)
✓ Say: I really value your feedback

on our time today. Please be hon-
est and let me know if you’d like to
follow up individually with me.

• Appreciations (5)
✓ Say: I want to hold a few minutes

for us to appreciate each other.
✓ If this feels authentic, say: I want to

start with thanking each of you for
your honesty, full participation, and
investment in our team.

✓ Say: I know that the work we
did today will really help us
take risks with each other this
year and push each other to
refine our teaching practice—
and therefore, it’ll help our kids.
Would anyone else like to express
an appreciation?

To reflect on our
process and
build our
community.

Pair share
Individual
reflection
Whole group

Feedback form

1Number of minutes for this section. I often add a minute or two here and there to account for transition
time.
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Exhibit 5.1. Part 2. Examples of Norms, Community Agreements

Procedural Norms Behavioral Norms

• Start and end on time
• Announce comings and goings at

the start of the meeting
• Computers open only during appro-

priate work time
• Cell phones on silent or vibrate and

ideally out of sight during meeting
times

• Be fully present mentally and physically
• Keep kids at the center
• Tell the truth without blame or judgment
• Assume positive intent
• Pay attention to heart and meaning
• Be open to possibilities
• Be unattached to outcome
• Welcome and manage discomfort
• Challenge our own and others’ assumptions
• Be willing to push each other’s thinking
• Look at every issue from multiple perspectives
• Be responsible for the way we say things; say

them so people can hear them
• Follow-through on agreements
• Monitor airtime
• Actively participate
• Invite and welcome the contributions of every

member and listen to each other
• Take risks and be vulnerable learners
• Air disagreements during the meeting if they

involve everyone; air disagreements with indi-
viduals as soon as possible after a meeting

• Don’t interrupt each other
• Acknowledge ideas and contributions even if you

disagree with them
• Listen to understand
• Speak directly to people about issues; no gossip-

ing, ever!
• Agree to disagree
• Be solutions oriented
• Hold an assets-based and growth mind-set for

adults as well as students
• Take an inquiry stance when things get hard
• Listen for and draw attention to successes
• Maintain confidentiality about everything we talk

about—if you’re not sure if you can share, check.
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Know that sometimes powerful discussions emerge from such planning, and some-
times they don’t. When you hear, see, and feel the connections among participants
solidifying and you observe the group’s understanding of its values and norms increas-
ing, don’t rush the process. Give people the time to talk. This is when the foundation
for a healthy team is laid.

MAKE YOUR NORMS SERVE YOU
Once a team has generated norms, you can take several additional steps to make these
agreements become meaningful tools for team development.

Clarify What the Norms Mean

First, the facilitator leads a conversation around what the norms mean. Ideally, the
norm creation process included multiple opportunities for participants to discuss the
behaviors captured by the norms, so this conversation will have already been begun.
However, because these discussions may have happened in pairs or small groups, the
whole team may not have shared meanings about the community agreements.

This process can happen in several ways. Another meeting can be devoted to dis-
cussing what the norms look and sound like in action, or this conversation can be
divided up so that each time the team convenes there’s time to discuss one norm. After
discussions, a team might decide that at a meeting they’ll focus on holding one specific
norm. This practice helps a group align around what a community agreement means.
A team might also want to create a document like the one shown in Exhibit 5.3.

Exhibit 5.3. What Do Our Norms Mean?

Assume Positive Intent

• Ask yourself what intentions you’re assuming about what someone else is doing or saying;

be aware of your assumptions.

• Give the speaker the benefit of the doubt that he or she is not trying to hurt you.

• Activate your compassion for the speaker.

• If you’re hurt, seek clarification from the speaker.
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When Should We Revise Our Norms?

When a team is first using norms, midyear and end-of-year reflections are a good idea.
This conversation can be part of a meeting or its entirety. Start by inviting members
to reflect on the questions in Exhibit 5.4, and then facilitate a discussion about their
reflection.

Exhibit 5.4. Reflection Questions on Our Norms

1. How do you feel our norms are working for us as a team?

2. When have you seen evidence that they’ve been helpful for us to get our work done?

3. Are there any norms that you feel we have a harder time upholding?

4. Are there any norms that you feel we don’t have a shared agreement about their meaning?

5. Have you noticed anything in our ways of working together that suggests that we might

need to add a norm? If so, what might that be? Or what behavior might need to be

addressed?

6. What ideas do you have about how we can make our norms more meaningful or useful?

When new members join, a team needs to pause and return to the norms.
Although a new member doesn’t mean you need to start over with norms, you do
need to make sure that new person understands the norms you’ve already created
with your team and the expectations for holding them. This new member, however,
also has to make meaning of the norms and buy into them, or he may not be inclined
to adopt them. A facilitator needs to attend to this while also balancing the team’s
need to move ahead with their work and not spend too much time revisiting previous
conversations.

Even if a team’s membership stays intact, it’s a good routine to start each school year
by getting grounded in norms. As teammates work together over time, these moments
create a space to acknowledge the trust that has grown, their own personal growth,
and the positive feelings of being on an emotionally healthy team. The work of getting
along with each other is the hardest part of being on a team; it is essential to celebrate
those accomplishments and to continue to refine our relationships.
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In an emotionally intelligent team, one team member can say this to another who
always arrives late for meetings: “We really need you here—physically and mentally—
when we start. We value your contributions, and it’s hard for us to make progress on
ourworkwhen you’re not here.”The impact of the teammember’s tardiness is commu-
nicated, the request is respectfully made, and power dynamics have shifted because it
is no longer the leader’s charge to make the latecomer arrive on time. The team mem-
ber who was confronted on tardiness can say, “I’m sorry. I don’t want to negatively
impact our team. I’ll work on it.” In teams with high EI, the emotional elephants are
named when they make their appearance; they aren’t allowed to occupy the center of
the room month after month or year after year.

Can you see that in an emotionally intelligent team the undercurrents of resent-
ment, annoyance, frustration, and disappointment that exist in so many teams might
not exist? Can you see how it is less likely that one person will dominate a conversa-
tion? Can you see how quieter members might express thoughts they’re apprehensive
about sharing? Can you see how teachers could share student work, videos of them-
selves teaching, and engage in difficult conversations about their practice? Can you see
how conversations about race, class, and privilege might be possible?

Building emotionally intelligent teams might be the most important work we do
as facilitators. Exhibit 6.1 offers some indicators of a team’s emotional intelligence. As
you read them, consider different teams that you’ve been in as well as those you’ve led
to help you get perspective on the levels of EI in that team.

Exhibit 6.1. Indicators of a Team’s Emotional Intelligence

Indicators of Low EI:

• Team members don’t look at each other when they’re talking. A speaker might look at one

other member or at the team leader.

• Team members allow themselves to be distracted by technology, each other, and other

things.

• Team members interrupt each other in discussions.

• When someone shares an idea or perspective, the first response from another member is a

disagreement, skeptical question, or challenge.

• Questions about the processes used in meeting are constantly raised.
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• Individuals raise potentially contentious topics that might be important to address but are

not relevant or appropriate at that time.

• Team members put each other down or attack each other.

• People speak their truth to attack someone else.

• One person can hijack the meeting—because of her opinion, confusion, disagreement, or

emotional state.

• There’s a lot of blaming others (e.g., parents, administration, the district).

• Conversations often focus on the sphere outside of our control or influence.

• Personal beliefs are espoused as truths, for example, “Our students can’t do that.”

• Team members don’t follow the guidelines for activities. For example, in a silent reflection

activity, there’s talking, getting up to leave the room, or engaging in some other distracted

activity.

Indicators of Strong EI:

• When a team member is talking, he makes eye contact with all others.

• Team members paraphrase each other’s ideas.

• When a new idea is put on the table, there’s curiosity and questions about it.

• You hear comments such as:

• “I’ve shared a lot already. I’m going to sit back and listen to others on this topic.”

• “I’d really like to hear your perspective on this, _____. We haven’t heard much from you

today.”

• “That activity triggered something for me and I’m experiencing a lot of feelings.” And

you might hear someone else say, “Thanks for sharing that. It helps me understand your

comments in that conversation.”

• “I’m having a hard day and I’m not feeling great this afternoon. I’m working on shifting

this, and I don’t want you to wonder why I’m less engaged today.”

• Team members express empathy for each other and for others outside of their team.

• Conversations focus on seeking solutions.

• Team members monitor their verbal participation.

• Team members address when others seem to be having emotions. This can sound like,

“I’m wondering what’s going on for you right now, ____. You seem upset.”

• Team members offer feedback in the moment on their process. This can sound like, “I feel

like we might have rushed through that discussion too fast to surface everyone’s ideas. Do

others feel that way?”

• Team members offer feedback at the end of meetings on their process. This can sound like,

“I appreciated our conversation at the start of our meeting. That was really helpful for me
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to get clarity. I wish we’d had more time to articulate our next steps. Is that something that

others would like to spend time on next time?”

• Humor is used appropriately to lighten situations and to call awareness to a group or indi-

vidual’s mood.

• People find things to be optimistic about.

• Team members appreciate each other for their contributions to the team, their action.

HOW DO I CREATE AN EMOTIONALLY
INTELLIGENT TEAM?

“Group emotional intelligence isn’t a question of dealing with a necessary

evil—catching emotions as they bubble up and promptly suppressing them. Far from

it. It’s about bringing emotions deliberately to the surface and understanding how

they affect the team’s work. It’s also about behaving in ways that build relationships

both inside and outside the team and that strengthen the team’s ability to face

challenges. Emotional intelligence means exploring, embracing, and ultimately

relying on emotion in work that is, at the end of the day, deeply human.”—Druskat

and Wolff (2008)

Building an emotionally intelligent team takes skill and knowledge on the facili-
tator’s part and lots of time. An advantage in launching a team is that you can do a
lot of intentional EI boosting up front. This time spent on establishing a foundation
for a healthy team is worth it—think of it as an investment that will pay off when team
members begin having hard conversations with each other about student learning and
when these conversations result in changes in practices that positively affect children.
Committing time and energy up front is much easier than trying to shift or reverse
unproductive dynamics once they sprout up. A leader needs to know how to build
emotionally intelligent ways of interacting and how to shift ineffective behaviors.

Building Behaviors

An emotionally intelligent team requires two things: norms and routines that support
healthy behaviors, and a facilitator who encourages behaviors that increase the
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Exhibit 6.2. Forty-Four Ways to Build The Emotional
Intelligence of a Team

To Create Team Awareness of Feelings…

Between Individuals As a Group
1. Include time at every meeting and longer chunks

of time during the year for members to get to know
each other.

2. Include many opportunities for team members to
tell each other stories about who they are.

3. Check in at the beginning of meetings so that
people can share how they are feeling.

4. Use poetry, metaphor, music, and art to give
individuals entry points into sharing their
feelings.

5. Share what you’re thinking and feeling. Model
language for talking about feelings.

6. Acknowledge emotions when you recognize them.
Say, “It looks like you’re feeling frustrated today—is
that true?” or “I hear that you’re angry.”

7. Acknowledge nonverbal cues that might indicate
emotions. Say, “Joe, I noticed that when Jane
asked you that question you leaned back, crossed
your arms, and frowned. How are you feeling about
her question?”

8. Appreciate when individuals appropriately
share how they’re feeling. Say, “Thanks
for letting us know that you’re upset about
yesterday’s PD.”

9. Include intention setting at the beginning of meet-
ings and reflect on these at the end.

10. Invite participation from quieter members.
11. Let quieter and more dominant members know

the impact of their participation. Say, “Jane, we
appreciate your comments and they are helpful. I
also recognize that you are not as much of a verbal
processor as others.” Or, “Joe, we appreciate your
comments and they are helpful. I wonder if others
might speak up more if you held back at times.”

12. Acknowledge your part in any tension and
apologize.

1. Engage in appreciations at the end
of meetings. Appreciate the group.

2. Acknowledge and discuss group
moods. Say, “It feels tense in this
meeting today. Would it be helpful
for us to talk about what’s going
on?”

3. Regularly and systematically exam-
ine team effectiveness and group
dynamics.

4. Use a process checker—ideally
one who reports at the end of a
meeting and who can speak up at
any point during it.

5. Ask for feedback on your
leadership.

6. Offer feedback to your team.
7. In general or at specific times, ask

the group to use active listening.
8. Develop a comfort with silence and

allow for pauses at times during
discussions.

9. Share participants’ feedback on
meetings (anonymously) with team
to raise awareness and empathy for
each other.

10. Begin a meeting with 3 quiet min-
utes or five deep breaths.

11. Create rituals (e.g., shake it all out)
for managing stress when it comes
up.

12. As needed, stop a discussion and
ask participants to take five deep
breaths and do a feeling scan.
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To Help a Team Manage Feelings…

Between Individuals As a Group
1. Surface tensions if you sense them—either with

the whole group or between individuals. Say, “I am
noticing that you two disagree on that idea and it
feels tense. What could we do about that?”

2. Give individuals options. Say, “I hear that you’re
really frustrated by what happened yesterday. Do
you feel like you can still productively engage in our
team meeting today? Is there something we can do
to help?”

3. Create norms or community agreements that sup-
port emotionally intelligent behaviors.

4. Use norms or community agreements
religiously.

5. Have a process checker who will call out unpro-
ductive behavior.

6. Offer emotional support to members if they need it.
7. Validate members’ contributions. Appreciate

individuals.
8. Protect members from being attacked, put down,

or ignored.
9. Follow up in private with individuals who attack,

put down, or ignore others.
10. Respect individuality and differences.

1. Take breaks if or when you feel the
group needs a break. Invite team
members to ask for breaks.

2. Make time to discuss difficult
issues and the emotions that sur-
round them.

3. Find fun ways to acknowledge and
relieve stress and tension.

4. Express acceptance of members’
emotions.

5. Express optimism that a team can
manage a challenge.

6. Focus on what you can control.
7. Remind the group of their mission

and vision.
8. Remind the group of how it has

solved problems before.
9. Focus on problem solving, not

blaming.
10. Acknowledge positive emotions

and celebrations.

MANAGING UNEXPECTED CHANGE
I can’t remember a single year of the 19 that I spent working in a large school district
when anunexpected change didn’t leaveme feeling unsettled.Whether it was a favorite
colleague quitting, or my teaching assignment changing a week before school started,
or learning that the entire department I worked in was being shut down, constant
change was a part of life in the district. Managing change is really about managing the
emotions that come up in us and in others. Most leaders don’t have a tool bag full of
strategies to respond intentionally to unexpected change. Like many school leaders, I
needed to learn some change management skills fast when I started coaching teams,
and I found that helping a group manage change can be empowering.
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will likely talk more, and that’s okay. Similarly, quieter members don’t need to be put
on the spot and asked to speak. A balance arises organically from a strong team culture.
A team member or facilitator might notice that one member hasn’t spoken in a dis-
cussion and might simply say, “Kendra?” And Kendra’s response might be, “Thanks. I
was thinking about… ” or “Not right now,” and her response is accepted.

In a good conversation, I can’t predict who will speak first when the facilitator asks
the group a question. I don’t think, “Oh, of course Mark’s hand will shoot up first.” At
the same time, in a good conversation a facilitator uses a range of strategies to invite
participation: Sometimes she’ll welcome responses from anyone (and hands will rise),
and other times she’ll ask a question and say, “Let’s hear from everyone on this ques-
tion. Kendra, would you mind starting, and we’ll just go around the circle?”

What Do You Think Is Good Conversation?

What would you add to my description of a good conversation? To have good commu-
nication within a team, start by generating a definition, painting a vision, and articu-
lating what it is you want to see, hear, and feel. What kind of communication do you
hope for? What does your team need? What does the community that you serve—your
students, your staff—need?

If you want to change the
culture you have to change
the conversation.

SHOWKEIR AND SHOWKEIR
(2008)

The questions in Exhibit 7.1 are a place to start
in this exploration. I hope to help you take steps
toward developing the kind of communication that
can bring a group of people into trusting relation-
ships in which they can improve their practice, col-
laborate to support the needs of all children, and
create resilient communities.

Exhibit 7.1. Reflection Questions on Communication

1. What do I notice about the conversations we have now? What dynamics do I see present?

2. How do I feel about the conversations we have now?

3. What do I want our team’s conversations to look and sound like?

4. What purposes do our conversations need to have?

5. How do I want to feel during conversations?
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6. What defines a good conversation for me?

7. What might I need to do differently to have the kinds of conversations we want to have?

8. Which skills will I need to cultivate to have different conversations?

9. What am I willing to do to have different conversations?

10. What’s the first step I can make for our team to have different conversations?

CONSTRUCTING GOOD CONVERSATIONS
The etymology of the word conversation means “to keep company with” or “to turn
about with.” Interestingly, the word discussion means “to smash to pieces,” which is an
apt description of heated exchanges in which I’ve participated.

Within verbal discourse, there are a number of commonly occurring patterns.
These can be categorized as follows:

• Debate

• Argument

• Advocacy wars

• One-upmanship

• I’m smarter than you are

• Polite talk

• Problem solving

• Empathic listening

• Inquiry and questioning to understand

• Perspective taking

Recall teams you’ve been a part of. Can you think of times when any of these
became the dominant pattern of discourse? Some of these may not serve the purpose
of a conversation—they don’t generate trust, and they don’t leave a team having
learned something new. They can also have additional unintended consequences that
undermine the team’s purpose. For example, in teams in which debates are common,
members adopt a defensive stance when they speak, anticipating that their ideas will
be challenged and tested. People listen for weak parts of what others say, places to
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interject criticism or doubt. In other teams conversations become the stage on which
members try to prove their worth, and a competitive atmosphere develops. Some
patterns of communication on this short list foster a team’s emotional intelligence,
whereas others are a reflection of a low EI.

Process observers are invaluable in helping team members recognize their commu-
nication dynamics. With the group’s agreement, a process observer can gather data on
who talks, when, in what order, how much, and what kind of talk each person con-
tributes. Groups can be surprised at what they discover looking at this kind of data and
can bemotivated to change their ways of relating to each other. Sketchingwebs of com-
munication patterns is another method that a process observer can use. A visual web
shows when people build on each other’s ideas, who responds to whom, and whether
there’s a great deal of back and forth between the facilitator and individuals members.
Whether with a chart of tally marks or a web of communication, graphic documen-
tation can help a group see concretely how they relate to each other in conversation.
Exhibit 7.2 is an authentic example of tracking patterns of participation. These data
were collected at a leadership team meeting in which I was the process observer.

Exhibit 7.2. Patterns of Participation

Meeting: Site Leadership Team

Date and Time: March 16, 2013, 3:00–4:30 p.m.

Process Observer: Elena

Participant Clarifying Question Probing Question Comment Opinion Notes TOTAL
Thuy II II II I 7
Jim I IIIII IIII IIIII IIII Often the

first to speak
14

Celina II 2
Manuel III II II II Interrupted

Jim a couple
times

9

Jackson II II 4
Arnoldo I III I III 8
Laela IIII IIIII 9
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After this kind of data is collected, a group must have time to process it together,
reflecting on the implications of their patterns of engagement as well as on any changes
they’d like to make. Exhibit 7.3 is a portion of the transcript of the reflection conver-
sation that the leadership team had after I collected their data. This conversation, of
which you’ll read only a snippet, resulted in some new agreements about group dis-
cussion that significantly shifted patterns of participation.

Exhibit 7.3. Reflections on Patterns of Participation

Elena: So what do you notice about this data?

Jim: I’m keeping my mouth shut in this discussion! (Some laughter from team members)

Manuel: I hope you all know that the reason I interrupted Jim was because I noticed that

he was talking a lot and wanted to make space for others to talk, but maybe I shouldn’t

interrupt.

Celina: I feel uncomfortable with this because I feel like I’m not a good participant. I have a

hard time in group discussions because I don’t like interrupting, and I feel like as a new

year teacher I just don’t have as much to share.

Jackson: Celina, I’d love to hear more from you. In our lunch conversations I’m always

impressed with your observations as someone new to our school. You have insights that

those of us who have been here for a long time don’t.

Laela: I didn’t realize I share so many opinions. I need to think about what that means.

Celina: I think this is also cultural for me. As a girl in a big Mexican family, I was raised not to

push back on what others say, not to share my opinions as vocally as some of you do. It

wasn’t considered respectful.

Jim: Is it okay if I say something?

Elena: Please do. But if you go on too long I might cut you off! (Laughter)

Jim: Ok, you have permission to do that too! Celina, your comment made me realize that

my father always told me that I needed to speak up and say what I thought. I guess I’ve

thought that this is how I can contribute to this group—to share my opinions and perspec-

tives.

Manuel: That’s helpful to hear, Jim. Sometimes I feel frustrated because I want to hear from

everyone and I think that the women in this team don’t talk as much as the men.
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Thuy: That might be true. I know that this time, because Elena was taking notes, I was more

conscious about when to speak and when to hold back. Maybe if we do this more often,

it’ll help us be more aware in the moment about our talking. Arnoldo, you haven’t shared

a reflection. What do you think?

Listening to Our Listening

Raising awareness of listening is also essential to improve conversations. Exhibit 7.4
describes ways we commonly listen—engaging your team in the activity described can
lead to powerful learning.

Exhibit 7.4. How Do I Listen?

First read through the kinds of listening activities listed here. Ask someone to talk for a minute

or two. Notice what kinds of listening activities your mind does, and check off the boxes as

you notice your mind going into these places. Alternately, listen to someone talk, watch your

mind wander, and then use this tool afterward to record your observations.

⬜ Listening to find connections. Your mind thinks, “Oh, I remember when that happened to

me too!”

⬜ Listening to find a story of your own to share. Your mind thinks, “I can tell her about that

time that I… ”

⬜ Listening but wanting to jump in and finish the speaker’s sentence.

⬜ Listening to find a point you agree or disagree with.

⬜ Listening to find something you can ask a clarifying question about after because you want

more information.

⬜ Listening to understand the other person’s perspective.

⬜ Listening to ask a probing question to elicit the other person’s thinking or build their reflec-

tive capacity.

⬜ Listening to fix it—to find a way to help or solve a problem, to give advice.

⬜ Listening and empathizing with the other person.

⬜ Listening and judging the other person—finding fault with what they said or did, evaluating

their thoughts.

⬜ Listening to find something you can critique or offer a rebuttal.
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Thuy: That might be true. I know that this time, because Elena was taking notes, I was more

conscious about when to speak and when to hold back. Maybe if we do this more often,

it’ll help us be more aware in the moment about our talking. Arnoldo, you haven’t shared

a reflection. What do you think?

Listening to Our Listening

Raising awareness of listening is also essential to improve conversations. Exhibit 7.4
describes ways we commonly listen—engaging your team in the activity described can
lead to powerful learning.

Exhibit 7.4. How Do I Listen?

First read through the kinds of listening activities listed here. Ask someone to talk for a minute

or two. Notice what kinds of listening activities your mind does, and check off the boxes as

you notice your mind going into these places. Alternately, listen to someone talk, watch your

mind wander, and then use this tool afterward to record your observations.

⬜ Listening to find connections. Your mind thinks, “Oh, I remember when that happened to

me too!”

⬜ Listening to find a story of your own to share. Your mind thinks, “I can tell her about that

time that I… ”

⬜ Listening but wanting to jump in and finish the speaker’s sentence.

⬜ Listening to find a point you agree or disagree with.

⬜ Listening to find something you can ask a clarifying question about after because you want

more information.

⬜ Listening to understand the other person’s perspective.

⬜ Listening to ask a probing question to elicit the other person’s thinking or build their reflec-

tive capacity.

⬜ Listening to fix it—to find a way to help or solve a problem, to give advice.

⬜ Listening and empathizing with the other person.

⬜ Listening and judging the other person—finding fault with what they said or did, evaluating

their thoughts.

⬜ Listening to find something you can critique or offer a rebuttal.
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⬜ Listening and feeling impatient, wishing that the other person would stop talking.

⬜ Faking listening. Being bored by what the other person is saying. Occasionally nodding or

ah-ha-ing but spacing out.

⬜ Listening and feeling excited, inspired, or moved by what the other person says.

⬜ Listening for implicit meanings; listening between the lines.

After engaging in this exercise, debrief with these reflection prompts:

• What impact do these patterns of discourse have on the work we hope to do
together?

• Given what we’ve uncovered, how might we best engage in conversation to fulfill
our team’s purpose?

• What other implications does this activity raise for our work together?

Conversations that are driven by inquiry will support transformational
endeavors—we simply don’t know everything we need to know and the only
way we’ll make progress is by being curious, seeking to understand each other’s
experiences and perspectives, and taking a shared approach to problem solving. This
doesn’t mean that there won’t be conflict or that we won’t need hard conversations.
Indeed, we can be sure that we’ll have to have some conflict in order to grow, but
when conflict and hard conversations happen within a team that’s working to build
its emotional intelligence, the people move closer to each other and our community
becomes stronger.

Teams can take a big step toward effective communication by naming what they
want to hear and see in group conversations and what they don’t want to hear and
see. When one team I worked with was in a particularly stormy phase of develop-
ment, members created the lists in Exhibit 7.5. At the opening of each meeting they
reviewed their responses and each member selected a few of the positive attributes that
she would focus on demonstrating. Sometimes the team asked the process observer to
track what she noticed in terms of their communication and which of these elements
they demonstrated. After several months of close focus on their communication by
using this tool, this team’s discussions improved dramatically. The team attributed its
transition into the performing stage to this tool.
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Exhibit 7.5. Behaviors That Foster and Undermine
Effective Conversations

What Do We Want to Hear and See in Group Conversations?

• Active listening through paraphrasing and by asking follow-up clarifying and probing

questions

• Active listening through nonverbal communication (making eye contact with each other,

nodding)

• Questions and wonderings grounded in genuine inquiry

• Summarizing of each other’s ideas

• Invitations to quieter members

• Making sure that everyone’s voice is heard

• Probing questions that go below surface comments

• Clarifying questions that elicit more information

• Appreciations for what others say and do and for taking risks

• Productive conflict around ideas

• Respect for the opinions of others and valuing their input

• Problem solving

• Offering of ideas, suggestions, solutions, and next steps

• Empathy for each other and others outside of our team (including students, parents, and

administrators)

• Flexibility and vulnerability

• Thoughtfulness around the language that is used and awareness of the impact that certain

words can have

• Awareness of emotions when appropriate

What Don’t We Want to Hear and See in Group Conversations?

• Going off topic and into long digressions

• Dominating the conversation by taking up too much airtime or trying to dictate the

conversation

• Being sarcastic

• Disengaging and not participating

• Avoiding contentious topics
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• Criticizing people and their ideas with negative comments

• Dismissing the ideas of others with “Yeah, buts”

• Taking pride in being a devil’s advocate

• Being contrary and blocking team progress

• Boasting about personal skills or experience

• Pulling rank on each other

• Insulting team members or others outside of our team (including students, parents, and

administrators)

• Gossiping about others

• Blaming others

• Complaining about things that are outside of our sphere of influence

• Using emotions to hijack a conversation

• Using language that is explosive and can trigger others as a way to bully the

conversation

• Being distracted by other things (technology) or people

TWENTY WAYS TO IMPROVE YOUR TEAM’S
COMMUNICATION

Here are some concrete ways that you can develop your team’s communication habits
and skills:

1. Raise awareness about discourse patterns and listening.

2. Practice active listening. Learn about and teach the group to use active listening,
and incorporate 10 minutes of practice in each meeting. You can find a resource
for this on my website (http://www.elenaaguilar.com).

3. Practice deep listening. The dyad structure (in Appendix E.4) is a way for people
to hold space for each other and to practice their listening.

4. Make friends with silence. Silence, a necessary part of conversation, is often
neglected. When a team is comfortable with the space that silence creates, they
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Exhibit 8.1. Example of Agenda for Decision Making

Rise Up Elementary School

Time Activity or Topic

Opening

• Review agenda and outcomes

• Team building activity 

Data Analysis

• Share data on self-assessments

 from PLCs

• Analyze data 

PD Planning

• Review norms for decision making 

• Identify content areas

• Determine who will design and

 facilitate which sections and when

 planning will be done

Closing

• Review agreements and next steps 

• Reflection on norms and intentions

• Process observer report

• Feedback for facilitator

• Appreciations

Purpose Decision-Making
Process

Intended Outcomes:
 
 1. To analyze self-reflection data from PLC meetings

 2. To identify priority areas for next month’s whole staff PD
  session and determine plan for delivering PD 

Instructional Leadership Team Agenda

December 9, 2014 ★ 3:30-5:00

3:30–3:45

3:45–4:15

4:15–4:45

4:45–5:00

1. Voting (with

 stickers)

2. Consensus 

◻ Information Sharing

X Community Building 

◻ Learning

◻ Planning 

◻ Problem Solving 

◻ Information Sharing

◻ Community Building 

◻ Learning

X Planning 

◻ Problem Solving 

◻ Information Sharing

◻ Community Building 

◻ Learning

◻ Planning 

X Problem Solving 

◻ Information Sharing

X Community Building 

◻ Learning

◻ Planning 

◻ Problem Solving 

None

None

None

Roles

Process Checker: Sharon

Timekeeper: Francisca

Note taker: Martin

Facilitator: Elena

Norms

 Assume positive intent

 Be fully present

 Seek to understand

 Stay on topic
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Exhibit 8.2. Decision-Making Grids

A decision-making grid is a matrix that uses criteria to assess a set of ideas to determine which

are most likely to be effective. When a complex issue involves multiple elements, this process

can help shift a conversation from a debate into a discussion in which solutions are weighed

against an objective set of criteria.

The easiest decision-making grid is an impact/effort grid that looks like this:

Major improvement

Im
pa

ct

Easy/Major Difficult/Major

Minor Improvement Easy/Minor Difficult/Minor
Effort
Easy to Do Difficult to Do

As a group discusses the various choices on the table, they place each choice in one of the

four boxes. For example, a leadership team considering how to better manage student behav-

ior during passing periods might generate a dozen possible actions they could take. To create

a strategic and doable action plan, they need to decide on just a few high-leverage actions.

As they talk about the options, they determine that having a rotation of staff in the hallways

would be easy to do and could have a major impact. They place the suggestion to institute

detention for all students who are tardy into the difficult but minor category. Another idea to

hold a monthly awards ceremony for students who have perfect attendance is determined to

be easy but minor—the school has tried this approach for several years.

Before the team engaged in sorting the options into the different boxes, they had a discus-

sion about what easy and difficult entailed and what major and minor meant to them. Being

clear about the terminology from the start prevented debate and allowed the team to more

quickly reach a decision about their next steps.

Exhibit 8.3. Fist to Five Decision Making

This is a strategy to use during consensus building either to determine where individuals

are falling in their opinions or as a final voting method. After stating the decision, or pro-

posed decision, ask the team to show their level of support using levels from fist to 5, where

3 indicates the point of consensus.
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Fist = I object and block consensus.

1 finger = I am strongly opposed to this and will need to see some big changes to

approve it.

2 fingers = I have serious reservations about this proposal but could accept it with

some changes.

3 fingers = I have a couple reservations about this proposal, but I could let it pass without

further discussion.

4 fingers = I think it’s a good idea, and I can live with it.

5 fingers = I am in total agreement with the proposal.

A consensus process can feel intimidating to new facilitators because at times it can
feel like a decision is far off and there’s a lot of talk. But if the process passes the check
test (Exhibit 8.4), then it’s probably going to result in a teamhaving the greatest possible
buy-in and highest levels of group accountability. Everyonemay not feel good or happy
at the end of a consensus process, but the question to ask is, “Dowe have awell-thought
through outcome that we can all feel committed to implementing and that everyone
can live with?” If the answer to that question is yes, then consensus building was a
success.

Common challenges with consensus include some group members showing reluc-
tance to support a particular decision. Although it might be tempting to pressure
dissenters to give in, don’t do it. Dissenters may have an important idea that’s been
overlooked by the group. First acknowledge and accept their dissent, allow them to
express their concerns in concrete terms, and then ask them to propose solutions to
issues that they’ve raised. This can sound like, “I acknowledge that you have some
different views, and we want to hear those. Tell us the specific issue you have with
the group’s decision.” Then ask, “What changes do you propose could be made to the
group’s solution that would make it acceptable to you? What are the solutions to the
problems that you raise?”

Consensus building is time-consuming and requires strong facilitation skills. If it’s
done without proper data collection or if members have poor interpersonal skills, then
it can produce low-quality decisions. But it’s also a powerful method of making deci-
sions that will affect everyone in a group, and it can be worth the time.
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Exhibit 8.4. Consensus-Building Process Checking

A process checker can use this tool to assess its health of a consensus-building conversation.

These are indicators of an effective consensus-building process.

1. Is the process that we’re using explicit and clear? Is everyone onboard with using it?

2. Are lots of ideas being shared?

3. Are everyone’s ideas being heard?

4. Are people paraphrasing each other’s ideas?

5. Are people building on each other’s ideas?

6. Is there an open and objective quest to find new options (rather than someone trying to

push a predetermined solution)?

7. Is there healthy conflict (or does it seem like people are just being nice and trying to

get along)?

8. If there’s unproductive conflict, does the facilitator address it?

9. If we get stuck or the conversation starts spinning, does the facilitator stop us and guide

us to reflect on our process?

10. Is the final decision based on sound information?

11. When the decision is reached, do people seem to feel satisfied that they were part of the

decision?

12. Does it seem like everyone feels consulted and involved and can live with the final

decision?

13. Are our next steps clear?

Multivoting

Multivoting is a priority ranking tool that’s useful formaking decisionswhen the group
has a long set of options. Group members rank order the options, based on a set of
criteria, and in doing so clarify the best course of action. This can be used after an
idea-generating discussion. For example, this process would be a good choice for a
sixth-grade team trying to decide on which of 14 locations is the best to take their
students for an end-of-year camping trip. This is an important topic, and it’s important
that everyone can live with the decision. This process is also useful when a team is
deciding on the norms or community agreements that all members agree to.
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The strategies and approaches in those chapters are important to draw on when
leading a discussion around a decision.

A team that makes a lot of decisions can benefit by having a set of norms specifi-
cally for decision-making moments (Exhibit 8.5). Specific behaviors are conducive to
effective decision making, and a process observer can use this tool to pay attention to
how a group interacts during decision-making meetings. I find that it’s helpful to have
these on an agenda as well as on the back of folded note cards, placed right in front of
each team member, so that they’re always visible in multiple places. Most people want
to contribute productively in discussions—we just need reminders for how to do so.

Exhibit 8.5. Decision-Making Norms

When we make decisions in our team, we agree to:

• Listen to each others’ ideas and seek to understand them, even if we don’t agree with them.

• Paraphrase someone else’s ideas before contradicting them.

• Acknowledge what’s valuable about someone else’s ideas (and not just criticize them).

• Build on the ideas of others (and not push our own).

• Ask for and accept feedback on our ideas (and not get defensive about our ideas).

• Be open to accepting alternate proposals (and not block suggestions).

• Focus on facts (and not engage in arguments based on feelings).

• Be aware of our emotions and manage them.

• Be kind and compassionate to each other.

WHEN CONVERSATIONS GET STUCK
Decision-making conversations can get stuck for many reasons. Some of these can
be because of low levels of trust in the team or unproductive ways of dealing with
conflict. Sometimes conversations can get stuck because our leadership skills are unde-
veloped and we’re not sure how to facilitate a conversation. Sometimes conversations
hit a wall because there’s a lack of an agreed upon mission and vision for the team or
organization. And sometimes conversations are challenging because team members
are reluctant to share their true thoughts. Let’s explore what that can be about.
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Exhibit 8.6. Feedback on Decision-Making Process

Team: Date:

Please rate the following statements on a scale of 1–5, with one being lowest and 5 being

highest. Use N/A if any don’t apply. Below the statement, in italics, is the indicator of an effec-

tive decision-making process that we’re aspiring to demonstrate.

Indicators of Effective Decision Making Rating
The facilitator clearly identified when we were making decisions.
Everyone is clear about decision-making moments.
I was clear about the empowerment level we had in making today’s decision.
Everyone knows his or her level of empowerment in the decision.
The people who needed to be involved in this decision were present.
The right people are present—the key stakeholders and decision makers.
The decision-making process we used (consensus, multivoting, majority voting,
compromise, unilateral decision) felt appropriate.
Everyone knows what kind of decision-making process will be used and is willing to
use it.
Team members used active listening and paraphrasing.
The conversation has a clear structure so that the discussion is objective, is
focused on ideas and facts, and doesn’t become personal and emotional.
People listened to each other’s ideas. They weren’t just arguing their own points.
The conversation has a clear structure so that the discussion is objective, focused
on ideas and facts, and doesn’t become personal and emotional.
There was objective debate about ideas and healthy conflict.
Ideas are freely exchanged and considered.
Everyone fully participated, and there was equal participation between members.
No individual or subgroup dominates.
The facilitator managed unproductive conflict well.
If the decision-making process stalls, the group stops and reflects on its process
and seeks ways to move forward.
Our time was well managed and well used.
The conversation has a clear structure so that the discussion is objective, is
focused on ideas and facts, and doesn’t become personal and emotional.
We had true closure—the decision was clear.
Discussions end with a sense of closure and clear next steps.
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Indicators of Effective Decision Making Rating
We closed with action plans and next steps.
Discussions end with a sense of closure and clear next steps.
I think that the final decision is one that everyone can live with.
Discussions end with a sense of closure and clear next steps.
Overall, I feel that this was a healthy and positive decision-making process.
The team engages in a reflection on the decision-making process.
What suggestions do you have for improving our next decision-making process?
The team engages in a reflection on the decision-making process.

Transformational Coaching Team, 2012

I avoided making one big decision because I was afraid that I wouldn’t be able to do

it effectively. It was a very sensitive decision, one I can’t tell you much about—and

I couldn’t tell the coaches much about the factors involved, either. In one-on-one

meetings, I asked each one for their input by asking general, vague questions. I

dragged this out over several months, keeping myself up at night, worrying about

the possible implications of my decision, questioning my leadership capacities. My

self-doubt surged, and I considered an escape plan in which I wouldn’t need to make

the decision. But then I did, and I felt confident enough that it was the right one.

One coach approached me privately after I shared my decision with the group. “I

don’t think you made a good decision,” the coach said. To my own surprise, I didn’t

crumble. I had feared this—a response that wasn’t in support of my decision. I feel

so uncomfortable when people don’t agree with me. I was afraid of damaging the

trusting relationships I’d worked so hard to develop. But as the coach explained their

thinking, I noticed that I was able to just listen and hear the coach’s perspective and

accept it.

“I’m really glad you shared this with me, and I appreciate hearing your opinion,”

I said. “It was a hard decision to make, and I’m not surprised by your response. I still

feel that it was the best decision to make.” The moment was a little tense—I can’t

deny that—and that tension lingered for some time.
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Exhibit 9.1. Indicators of a Learning Organization

Rate the following indicators of a learning organization on a scale of 1–5 (1 = low, 5 = high) as

they apply to you and as you perceive they apply to your colleagues.

Element Indicator Rating (1–5) Evidence,
Comments,
Reflections

Learning Environment
Psychological
safety

We can disagree with colleagues or
supervisors; we can ask any kind of
question; we can make mistakes; we can
express divergent opinions.

Appreciation of
differences

Our discussions surface differences in ideas;
we have healthy disagreements about ideas.

Openness to
new ideas

We are encouraged to take risks and try new
things, and we do so.

Time for
reflection

We take time to pause, thoughtfully reflect on
our processes, and learn from our
experiences.

Feedback We get feedback on our work from multiple
sources (including from colleagues and
supervisors).

Purpose We feel that our work matters to us
personally and is connected to something
bigger than us.

Learning Processes and Practices
Orientation Our learning is connected to and in support

of organization’s core purpose.
Generation We learn together.
Interpretation We make sense of our learning together.
Dissemination We share what we learn with each other and

outside of our group and organization.
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Element Indicator Rating (1–5) Evidence,
Comments,
Reflections

Leadership
Listening and
questioning

Leaders prompt dialogue and debate.

Ensuring
process

Leaders ensure time for reflection,
generation, interpretation, and
dissemination.

Openness Leaders are willing to entertain alternative
points of view.

Modeling Leaders make their learning visible and
model the practices of a learner.

Source: Based on Garvin, Edmondson, and Gino (2008).

Reflect on the Learning Organization Self-Assessment

• Which of these indicators of a learning organization are present in my school? Which

are absent?

• What are the present barriers to becoming a learning organization?

• Which practices or policies need to change so that we could become a learning orga-

nization?

• What could I do to help my school become a learning organization?

• How might our school be different if we were a learning organization?

FROM THEORY TO PRACTICE
If you are a coach who works with grade-level, departmental, or whole-school teams,
it may be clear that you’re facilitating learning. But in some teams, neither the leader
nor the members may think of themselves as learners. To build learning organiza-
tions in schools, we can consider every team that we coach or lead as a developing
learning organization. For example, if you lead a site leadership team that’s respon-
sible for analyzing student data, designing and delivering professional development,
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to learn together, whereas others, like leadership teams, engage in a variety of
purposes in one meeting. The first step in planning a meeting is to decide on the
big-bucket purpose for the meeting, which should be determined by the work plan
(see Chapter 4). Exhibit 10.1 illustrates how a semester of meetings connects to a
team’s work plan.

Exhibit 10.1. Example of a Team’s Meeting Schedule

The fifth-grade team at Rise Up Elementary School planned its meetings for the first semester

of the year based on its work plan (see Exhibit 4.7). Team members met for 2 hours every

week on their school’s early release day. They spent 15 minutes of each meeting building

community with each other or practicing strategies to cultivate emotional resilience. They also

spent 10–15 minutes when necessary taking care of business such as testing schedules and

field trips. In the remaining time, they engaged in the following activities.

Date Work Plan Goal Number and
Outcomes (See Exhibit 4.7)

What (Activities)

OCTOBER
First
Tuesday

Goal 1: To figure out how we’re going to
learn more about our focal students.
Goal 2: To observe each other’s focal
students during the Month of
Compassion unit.

• Design interviews we’re going to do
with focal students.

• Design protocol for observations
during Month of Compassion unit.

Second
Tuesday

Goal 1: To gain a deeper
understanding of our focal students.
To co-plan a reading comprehension
lesson and access each other’s
knowledge and skills.

• Share interviews with focal students.
• Plan science text reading

comprehension lesson.

Third
Tuesday

Goal 1: To gain insight into our focal
students by hearing what others
observed.
Goal 2: To observe each other’s focal
students during a lesson on the Month
of Compassion.
Goal 2: To divide up tasks around
planning for November’s service
learning activities.

• Share observations of each other’s
focal students during reading lesson
and lesson on Month of Compassion.

• Plan for November service learning
activities.
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Date Work Plan Goal Number and
Outcomes (See Exhibit 4.7)

What (Activities)

OCTOBER
Fourth
Tuesday

Goal 1: To get feedback on our
teaching (and encouragement) from
sharing our videos with the team.
Goal 2: To get to know our and each
other’s focal students better.

• Share video recordings of the lesson
we taught.

• Debrief the overnight trip, and share
observations of each other’s focal
students.

Next, determine the outcomes or objectives for the meeting. When articulating the
wording of an objective or outcome, I look for verbs that are clear and precise and
that give participants an indication of the level of thinking that they’ll be engaging
in. I also use verbs that indicate particular activities. We identify, review, report, and
discuss. Whenever possible, I avoid the verb understand, because as a facilitator it’s
hard for me to know at the end of a meeting whether I achieved my intended outcome.
Exhibit 10.2 offers examples of outcomes for different team meetings.

I use a variety of possible agenda formats, choosing the format for a given meeting
depending on the team and its needs. Sometimes purpose and outcomes are listed at
the top of the agenda, and sometimes I embed purpose within the document (see, e.g.,
Exhibit 5.2 and Exhibit 8.1).

Exhibit 10.2. Outcomes for Team Meetings

Team Outcomes for Meeting
School
leadership team

• To analyze teacher retention data to inform our plan for next year’s new
teacher support systems.

• To assess the impact of our PD on reading comprehension in Semester
1 so that we can revise our plan for Semester 2.

• To understand the work plans for each department so that we can
support each other and hold each other accountable.

• To analyze student attendance data so we can modify our advisory
curriculum.

• To make decisions about next year’s master schedule.

(continued)
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Date Work Plan Goal Number and
Outcomes (See Exhibit 4.7)

What (Activities)

OCTOBER
Fourth
Tuesday

Goal 1: To get feedback on our
teaching (and encouragement) from
sharing our videos with the team.
Goal 2: To get to know our and each
other’s focal students better.

• Share video recordings of the lesson
we taught.

• Debrief the overnight trip, and share
observations of each other’s focal
students.

Next, determine the outcomes or objectives for the meeting. When articulating the
wording of an objective or outcome, I look for verbs that are clear and precise and
that give participants an indication of the level of thinking that they’ll be engaging
in. I also use verbs that indicate particular activities. We identify, review, report, and
discuss. Whenever possible, I avoid the verb understand, because as a facilitator it’s
hard for me to know at the end of a meeting whether I achieved my intended outcome.
Exhibit 10.2 offers examples of outcomes for different team meetings.

I use a variety of possible agenda formats, choosing the format for a given meeting
depending on the team and its needs. Sometimes purpose and outcomes are listed at
the top of the agenda, and sometimes I embed purpose within the document (see, e.g.,
Exhibit 5.2 and Exhibit 8.1).

Exhibit 10.2. Outcomes for Team Meetings

Team Outcomes for Meeting
School
leadership team

• To analyze teacher retention data to inform our plan for next year’s new
teacher support systems.

• To assess the impact of our PD on reading comprehension in Semester
1 so that we can revise our plan for Semester 2.

• To understand the work plans for each department so that we can
support each other and hold each other accountable.

• To analyze student attendance data so we can modify our advisory
curriculum.

• To make decisions about next year’s master schedule.

(continued)
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Team Outcomes for Meeting
School
administrative
team

• To understand the new protocol for receiving new students and agree
on a schedule.

• To decide on the teacher evaluation calendar and align our practices for
evaluations.

• To review office referral data and identify the key moments in the day
when we need to be in the halls.

• To discuss the conflict we had last week in the staff meeting and identify
next steps.

• To understand each other’s leadership history and styles so that we can
align on our roles and empathize with each other.

District math
leadership team

• To report on the implementation of the new math curriculum and share
challenges and successes.

• To plan for district-wide professional development on new curriculum.
• To decide on a focus area for the second semester’s PD for teachers.
• To review the new assessment tools, clarify confusion about the

process, and plan for how to introduce these to teachers.

When meetings fail, vague or missing outcomes can be the culprit: sometimes it’s
because these aren’t clear in the leader’s mind; other times they just aren’t effectively
communicated. An agenda can also have too many outcomes; when in doubt, cut and
prune your objectives. As you open a meeting and review why the team has gathered,
you can get feedback on your effort to communicate purpose by asking, “Does anyone
have questions about why we’re meeting today or what we hope to accomplish?”

When I plan a meeting, I strive to connect what we’ll do at that meeting with the
children we work with. Sometimes this end goal becomes obscured. Regardless of the
team, I ask myself, “How does what we’ll do here today connect with student learning?
How can our meeting serve the needs of children?” Even when our discussion feels
distant from the student experience, I keep this in my mind. It helps me stay focused
and invested in the work.

Finally, when I’m thinking about outcomes, I also imagine what I want team
members to say about the meeting as they walk into the parking lot together. I call
these my unstated outcomes, which are often about the emotional experience I want
to create. I think about how I want participants to leave feeling inspired, connected
to each other, aware of their learning and growth, and excited about their work.
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thoughts, make connections to prior knowledge, surface questions, and arrive at new
understandings. Meaning making can be brief or extended.

Most people benefit from engaging in a combination of talking and writing, some-
times in that order and sometimes in the reverse order. I often incorporate poetry
in meetings. Sometimes I ask people to read the poem, then talk to a partner, and
then capture a written reflection. Other times I invite people to write first and then
talk. It’s useful to know that in general extroverts prefer to talk first (and sometimes
only to talk and not write) and that introverts often need quiet time to write or think
before they talk to others. I often do a quick poll at the outset of a meeting with a new
group, asking those who know they are extroverts to raise their hands. When I work
with groups composed entirely of extroverts, I adjust my processes to accommodate
their preferences.

Exhibit 10.3 presents a structure you can usewith a variety of inputs—studentwork,
a rubric, an article, a data spreadsheet, a master schedule, a testing calendar.

Exhibit 10.3. Meaning-Making Protocol

I. Read and Think:

1. Connections: Read the text and note connections. Connections are anything you’ve heard

about before. If you’d like, code the text with a “C” at those points.

2. Questions: Read the text and note your questions on the side or on a sticky note.

a. Determine which questions are clarifying questions—you need information or

the definition of a term (indicate these with a “C?”) and which questions are Big

Questions—probing or reflective and probably in need of discussion (you can note

these with a “B?”).

3. Feelings: Read the text and notice any feelings that come up. Note those on the side or on

a sticky note.

II. Talk and Share:

4. Turn to a partner and share your connections.

5. Share connections with the whole group.

6. Turn to a partner and share your clarifying questions. If your partner can answer your

clarifying question, cross it off.
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7. With the whole group, share your clarifying questions and see if others can answer them.

8. With your partner, share your big questions. Identify the biggest of your big questions

you think the team should discuss. Write this one down on a sticky note and give it to the

facilitator. The facilitator can decide when to address them.

9. Turn to a partner and acknowledge the feelings that surfaced. Just listen to each other and

hold space for the feelings without trying to fix them or make them go away. If either of you

feels that it would benefit the team to share some of your emotional responses, offer these

in a whole-group discussion.

Look back at Exhibit 10.2. Which outcomes listed in this table will likely require
a process for making meaning? It’s likely, I think, that to reach just about all of these
outcomes you’d need to provide team members with an opportunity to make meaning
from the content at hand. Too often this meaning-making stage is skipped because a
facilitator perceives that there are too many decisions to make and just too much to
get done. Even though there might be a lot to do, we have to consider that if we don’t
understand what we’re doing there may not be much point. Whether we are receiv-
ing information, planning, problem solving, making decisions, or learning something
together, we need time to make meaning.

Identifying Implications

Purpose: Learning, information sharing, planning, decision making, problem solving
After using a process such as the meaning-making protocol to understand a doc-

ument or text, leaders need to guide a team in drawing conclusions and identifying
implications. Even if we’ve simply offered a poem, we might want to ask, “What might
this poem suggest for your work?” or “Based on the meaning you made of this poem,
are there any actions you might want to take?” We offer texts, rubrics, and data so that
people will get new ideas that will manifest in their practice. This process also requires
guidance.

When looking at data such as student work or assessment results, there are addi-
tional questions to consider before drawing conclusions. The National School Reform
Faculty (http://www.nsrfharomony.org) offers a simple data analysis tool called
Data Driven Dialogue. This protocol guides teachers through making predictions,
observations, and inferences. It is easy to use, fosters real dialogue, and can result in
meaningful decisions.
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might surface only between a couple members and can be addressed quickly when
a facilitator recognizes it and the individuals have the skills, will, and emotional
intelligence to resolve it.

Storming has a great deal to do with the organizational conditions in which the
team exists. When conditions are optimal, a team might storm quickly. In contrast, if
you’re leading a team that seems to be doomed to eternal storming, it may be that the
organizational conditions for team development are poor. For example, if site lead-
ership is ineffective, the team may be receiving confusing or contradictory messages
about their purpose and role. Changes at the federal and local level in curriculum and
assessment will also shape how a team of teachers works, especially during the ini-
tial period of implementation of a new initiative. Chapter 13 explores organizational
conditions for team development.

Exhibit 10.4. Team Feedback Process

This activity (which I’ve modified from one designed by Lencioni, 2012) is useful to do at

any time of year and at any stage of team development and can help a team move through

storming. A baseline level of trust does need to exist among the group—if a team is too stormy

or there is very little trust, this activity is useless or even damaging. I encourage you to take

risks as a leader and not be afraid of conflict, but you’ll need to use your best judgment about

whether a team can manage this.

The process starts with everyone writing down one thing that each of the other team mem-

bers does to contribute to the team—for example, “Jessica: asks inquiry-based questions

when we’re making decisions.” This should be the person’s single biggest area of strength as

it impacts the group—not an extensive list of appreciations. It should also be about the way

the person behaves when he or she is with the group—not about his or her technical skills.

It’s a behavior that makes the team stronger. Next, everyone writes down one behavior that

each team member does to negatively impact the team—for example, “Jessica: makes

excuses for not following through on commitments.” Most teams need about 10–15 minutes

to write.

In the second part of this activity, the feedback is verbally delivered. The leader is the first

to receive feedback, and one at a time members share what they identified as the leader’s

positive contribution. After everyone has shared, the leader says thank you or offers a brief

(one-sentence) reaction. Next, everyone shares the one behavior that the leader needs to
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work on. In response, the leader says thank you or offers a brief (one-sentence) reaction—but

not a rebuttal. This process continues for each member of the team.

This can be a powerful experience as everyone gets direct, honest, and helpful feedback.

It can also build trust among team members as they begin to learn that because they’ll engage

in this process on a regular basis (perhaps annually) they’ll be both appreciated and held

accountable for their behavior by their peers.

It can be hard to know whether enough trust exists in a team for this process to go well.

Often, we might feel confident that most team members will respond well and will appreciate

the feedback, but we might doubt the capacity of one or two individuals. We want to be mind-

ful not to make those one or two people unbearably uncomfortable, but we also want to make

sure we’re not treading too carefully. If you have reasonable trust that people will be able to

share hard feedback that won’t sound personal and mean, then give this a try. It’s a risk worth

taking because it has tremendous potential for increasing accountability in each other and for

creating a culture where feedback is the norm.

Stage 3: Norming

You know when a team hits the norming stage because members feel clearer about
their purpose and have developed more trust in each other and in you. You can hear
these changes in peoples’ words, and you can sense them in the energy and flowof your
time together. Ideas and feelings are expressed with more ease, and members elicit
each other’s opinions and experiences. At this point, many of the structures that were
established to develop a team, such as community agreements and appreciations, fade
slightly into the background of the group’s work. Norms are self-reinforced. Appreci-
ations are offered regularly at various points of a meeting. Members offer each other
feedback outside of formal structures to do so, and the feedback is well received.

When conflict surfaces, members feel less anxiety and either make conscious
efforts to resolve it or transform it into a learning opportunity. Members also engage
in productive conflict with each other, discussing ideas and pushing each other’s
thinking. Meetings are punctuated by laughter, references to previous positive
experiences, and appreciation for each other.

In the norming stage, leaders balance taking a directive and facilitative approach
and push the team toward higher performance. At times, you’ll need to give the team
some leeway in how they work together—letting them try new ways of engaging
with each other, allowing them to experience some disagreements, giving members
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Exhibit 10.5. Stages of Team Development

Stage Indicators Key Leadership Moves
Some of these might be present. If so, try
the leadership moves in the next column.

Focus on these activities in meetings.

Forming If:
⬜ Varied levels of participation in

discussion—some might talk a lot
whereas others sit back and listen.

⬜ Discussions feel awkward.
⬜ It feels like people are holding back.
⬜ There are lots of questions for the

leader.
⬜ There’s excessive politeness

between members.
⬜ Members (and leaders) leave meet-

ings feeling tired—not good tired.

Then try:
• Building trust.
• Establishing community agreements

and decision-making processes.
• Articulating the team’s purpose and

ensure understanding and buy-in.
• Structuring learning experiences,

meaning making and discussions.
• Modeling vulnerability, risk taking,

engagement, and transparency.

Storming If:
⬜ Members question how the leader

runs the team and may advocate for
changes to the goals or process.

⬜ Not a lot gets done at meetings.
Agendas are hijacked or diverted
to discuss process and purpose.

⬜ Productive and unhealthy conflict
erupts during meetings and outside
of them between members.

⬜ Outside of meetings, members com-
municate with each other about their
frustration or disagreement with the
leader with other members.

⬜ Some members are more actively
engaged in discussions while others
step farther back.

⬜ No one feels excited about attending
meetings and the leader also ques-
tions whether he or she wants to lead
the team.

Then try:
• Normalizing this stage and ensuring

the team that members can move
through it.

• Continuing to build trust.
• Paying close attention to your own

emotions.
• Incorporating strategies to build the

team’s emotional intelligence.
• Addressing conflict between mem-

bers as soon as possible—sometimes
publically in the moment, sometimes
privately.

• Engaging the team in reflecting on
how they work together. Use the
Effectiveness Survey and Team
Temperature Check.

• Pushing forward on the team’s work,
but consider modifying projects or
goals.
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Stage Indicators Key Leadership Moves
Some of these might be present. If so, try
the leadership moves in the next column.

Focus on these activities in meetings.

• Asking for feedback on your
leadership—anonymously and
publically.

• Offering members feedback on their
behavior privately.

• Structuring opportunities for mem-
bers to give each other feedback.
Use the team feedback process.

• Highlighting moments of success,
especially those indicating that the
team is moving out of storming.

• Acknowledging organizational
conditions that might contribute to
storming.

Norming If:
⬜ There is more laughter in meetings.
⬜ Members seem to like each other,

they appreciate each other, and
communication feels easier.

⬜ Members push back on each other’s
ideas, and this leads to deeper
understanding.

⬜ Feedback is offered in the moment
and is received with appreciation.

⬜ Norms and structures to support
norms (e.g., a process observer) are
less often used.

⬜ Members know what they’re doing
together as a team and why they’re
doing it.

⬜ The leader participates in some of
the activities as a colleague and
during others plays a directive
leadership role.

Then try:
• Starting to build the capacity of

leaders within the team: Identify
team members who have the skills
to take on leadership roles. Give them
leadership tasks.

• Structuring opportunities for
productive conflict—encourage the
exchange of ideas.

• Participating in some of the team’s
discussions and activities as a
colleague.

• Giving the team more challenging
tasks.

• Modeling your vulnerability and
transparency and inviting others to
do so.

(continued)
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Stage Indicators Key Leadership Moves
Some of these might be present. If so, try
the leadership moves in the next column.

Focus on these activities in meetings.

Performing If:
⬜ A lot gets done and members feel

proud of their work and learning
together.

⬜ The work done independently and
collaboratively is high quality.

⬜ There’s obvious warmth between
members, laughter, and
appreciations.

⬜ Members take risks and make
mistakes and clearly see their areas
for growth (both individually and as
team).

⬜ Discussions can be lively and
heated, but members don’t take it
personally.

⬜ Facilitation of meetings is shared.
⬜ Members don’t feel like the leader

has authority over them.
⬜ Members leave meetings feeling

good tired.
⬜ As the leader, it feels easy, enjoyable,

and rewarding to work with this team.

Then try:
• Continuing to distribute leadership

and hand over elements of team
facilitation to members.

• Acknowledging all the indicators that
the team is at a performing level.

• Paying attention to changes in orga-
nizational conditions that might affect
your team.

• Continuing to encourage healthy
conflict and promoting even deeper
levels of engagement and learning.

• Outside of meetings: Sharing the
story of your team with other lead-
ers and other teams so that they can
learn.

• Relaxing and enjoying your team.

Adjourning
or trans-
forming

If:
⬜ A significant number of members are

leaving.
⬜ The team is disbanding.

Then try:
• Creating opportunities for team mem-

bers to tell their stories about their
experience in the team.

• Engaging members in reflecting on
their individual growth and learning.

• Celebrating successes.
• Offering structures for closure,

including holding space for sadness.
• Sharing your own feelings about the

team ending.
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Exhibit 11.1. Checklist for Facilitating Meetings and
Professional Development

Opening

⬜ How will I know who is in the room and what they’re bringing in with them—as far as their

backgrounds, experiences, and feelings about the session? How do I get that information?

⬜ How do I communicate the session’s objectives and activities?

⬜ How do I share where these objectives and activities come from?

⬜ How do they see how these objectives are relevant to their work and where the learning

will be applicable?

⬜ How do I communicate expectations for behavior, norms, and engagement?

⬜ Are there any norms that need to be requested (confidentiality?) and agreed on?

⬜ Are there any other decision-making moments in the day? If so, how will they be decided?

⬜ How do I make this an emotionally safe space?

⬜ How do I show up as a compassionate listener?

⬜ How do I communicate what to do with questions, concerns, and requests? What struc-

tures capture these?

⬜ How do I help participants get grounded and present for the session’s learning?

Pacing and Tone

⬜ How are participants seated? Random groups or predetermined? Can these change during

the session?

⬜ Do participants move physically throughout the day? Do people get up at least every 60

minutes?

⬜ Does any segment go for more than 20 minutes without a shift?

⬜ If participants don’t know each other, what do they need to know in the beginning?

(Names?)

Collaboration

⬜ Are there structures for participants to learn from each other?

⬜ How often do they talk to each other? How much of that talk is structured and how much

is open?

⬜ What is the purpose for each talk time (e.g., meaning making, story telling, reflection,

planning)?
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⬜ Are meaning-making talk times varied in the numbers of participants who are engaged?

Are there opportunities for dyads, pair shares, trios, small groups, whole group?

⬜ Are there opportunities to hear from each other in a nonverbal way (e.g., a chalk talk)?

⬜ Are there opportunities to role-play?

⬜ Can participants coach each other? How do I set this up to be safe?

⬜ Is there a “problem” that participants can solve together?

⬜ Do participants have a chance to tell their stories? Does some of the talk invite personal

stories?

Learning

⬜ When do participants have choice during the day? Where do they get to direct their

learning?

⬜ How will participants remember what they learn?

⬜ How can they have some experiences during the same day when they can apply their

learning?

⬜ Are there different ways for participants to experience input (e.g., reading, listening,

watching a video or role-play)?

⬜ How many visuals am I using? Are there a few memorable visuals?

⬜ How many stories will I tell? When will I tell stories? For what purpose?

⬜ Is there an opportunity to visualize some piece of the new learning?

⬜ Can metaphor, simile, analogy be incorporated as a way to make meaning or remember

learning?

⬜ When can a graphic organizer be used?

⬜ Are there opportunities for participants to write?

⬜ Is there an opportunity to incorporate drawing?

⬜ Are participants given an opportunity after every input piece to make meaning and capture

learning?

Shifting Energies

⬜ Are there moments when we might laugh? How can I plan for laughter?

⬜ Is there an opportunity to include a video?

⬜ When could I play music?

⬜ Can I use quotes, a short story, or poetry to engage participants in reflection and

discussion?

⬜ What can I do after lunch to avoid the sleepy slumber?

⬜ Is there an opportunity for a walk and talk?
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Closing

⬜ How do I solicit the support that participants need to continue their learning?

⬜ How will participants recognize and reflect on their learning during the day?

⬜ How will they be able to assess how much they’ve learned?

⬜ How will participants offer me feedback?

⬜ How will I close the day and appreciate their participation?

⬜ How can participants appreciate each other?

PREPARE YOUR INTERNAL SELF
The final element to consider when preparing for a meeting is who you want to be
and how you want participants to experience you. Ultimately, this is what you have
the most control over as a leader. It’s an opportunity to cultivate your emotional intel-
ligence and communication skills.

My process begins when I’m creatingmy facilitator’s agenda. As I read feedback and
think back to my previous time with the group for which I’m planning, I pay attention
to the feelings that come up forme. If I remember being frustratedwith one individual,
I explore those feelings and investigate the possible triggers formy frustration. Perhaps
he’d asked a random, off-topic question in a key moment of the discussion, or perhaps
he pushed back on my idea before I’d fully expressed it. I wonder if the participant
sensed that I was annoyed with him and what impact my behavior had on his ability
to engage and learn. I askmyself, “Whatmight happen in thismeeting if I were to listen
and try to understand him?” I anticipate what might trigger me in the next meeting,
which primes me to be aware in that moment if I do get triggered. When I am aware
of my frustration, then I can make choices about how to respond, choices that might
be aligned to my intention for how I want to be in that meeting.

As I’m planning, I ask myself, “What does this group need from me? How do I
want them to feel when they leave our meeting? How might I best meet their needs?”
For example, if I work with a group that’s going through a lot of transition, then I
anticipate it needs a space that feels calm, safe, and grounded. If participants are about
to deliver a big project, I will need to recognize their readiness and my confidence in
them. Whether I’m leading a meeting or facilitating a day of PD, I want people to leave
feeling emotionally energized, inspired, and connected to others.
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To get started on thinking about these ideas, you might take some time to reflect on
the questions in Exhibit 12.1. It may also be helpful to engage your team in reflecting
on these questions and sharing their responses with each other.

WHAT IS CONFLICT AND WHY IS IT SO SCARY?

Exhibit 12.1. Reflecting on Conflict

1. How was conflict expressed in your family of origin?

2. How could you tell if people were sharing their opinions and ideas? What did this look and

sound like?

3. How did it feel to you when adults expressed their opinions and ideas?

4. What were you told about how and when to express your opinions and ideas?

5. What does healthy conflict look and sound like to you?

Many people feel uncomfortable with conflict, which may have to do with the
evolution of our species. For hundreds of thousands of years, humans relied on
each other to survive; any threat to the bonds between social groups could be
dangerous to the little bands of hominids that roamed the African savannah. Add to
this social evolutionary history that cultural groups communicate disagreement,
deal with conflict, and even think about conflict differently. Conflict in a Caucasian
British family often looks very different from conflict in a Russian Jewish family.
Furthermore, men and women express conflict differently. Then there is the way our
brains respond to perceived threats—they often overreact and flood our bodies with
stress hormones that shut down our ability to think clearly; our brains send us into
fight, flight, or freeze mode. Finally, many of us have never acquired the commu-
nication skills to deal with conflict—it’s just not something we’ve learned. Let me
assure you that if conflict makes you nervous, or if you avoid it at all costs, you’re
very normal.

However, the path to transforming our schools inevitably passes through a vast
terrain of conflict. We’ll need to explore our disagreements, values, beliefs, and
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Get Buy-In on the Need for Conflict

Engage team members in reflecting on how they work together and on the need for
healthy conflict. Whether you need to shift them away from destructive conflict or out
of artificial harmony, you’ll need to have buy-in if you are asking for a different kind
of conflict. This can come from reflecting on how they work together and what might
be possible if they were to commit to not holding back on opinions and to expressing
them in a constructive way.

Articulate a Shared Vision for Conflict

A team needs to agree on what healthy conflict will look and sound like to ensure the
exchange of good ideas. Teammembers canwrite down and then share their individual
preferences relating to acceptable and unacceptable behavior around discussion and
debate. During the sharing, a note taker can capture key areas of similarity and dif-
ference. The team then discusses collective preferences and agrees on some acceptable
and unacceptable behaviors that everyone can commit to. Exhibit 12.2 is one team’s
statement that reflects its shared vision for conflict.

Exhibit 12.2. Five Indicators That Conflict Is Healthy

• We wrestle with ideas.

• We ask questions to probe for deeper understanding.

• We change our minds.

• We demonstrate curiosity.

• We hold student needs at the center of our work.

Identify Sentence Stems That Promote Healthy Conflict

Some of us don’t know what words to use to express our ideas in a way that feels
authentic but that also keeps our team from moving into the zone of destructive con-
flict. We need to engage our teams in discussing how we can skillfully say what we
want to say and create tools to do so. Sentence starts and sample statements are a
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great beginning. In the heat of an emotional moment, we may want to contribute
effectively to a discussion, but we may not know how to say it. There’s nothing wrong
with equipping ourselves with every tool possible to reach our end goal of healthy
conflict. Exhibit 12.3 offers some useful suggestions.

Exhibit 12.3. Sentence Stems for Healthy Conflict

• Can you elaborate on your thinking because I’m not sure I understand?

• I have some concerns about that suggestion. Could you explain it more?

• I want to push back on that idea. I’ve noticed… and I would suggest…
• I hear what you’re saying, but have you considered… ?

• What do you think the unintended consequences of doing that might be?

• I’m curious about… I have some reservations about doing that.

• That’s an innovative idea. I’m having a hard time imaging how that could work. Could you

explain?

• Can you help me understand why you believe that? My experience has led me to a different

conclusion, but I want to understand your perspective.

• I disagree with you about that, but I want to hear your thoughts.

• I disagree with you about that. Can I share my reasoning?

• I disagree with you about that, but I’m willing to change my mind.

• It would help me get behind that idea if I could hear more about…
• I agree with several points you made, but I want to challenge you on this idea…
• I have a request to make. Are you open to hearing it?

• I think we’ve jumped into decision making too fast and haven’t gotten to the root of the

problem. Could we spend some more time exploring what it might be?

• Let me see if I understand what you’re saying. I hear that you think…Did I get that right?

Ok, I still disagree with that idea, assessment, and suggestion.

• I hear that we have a difference in beliefs, and I understand that it comes from our different

experiences.

• I hear that our beliefs are very different. To make a decision about what to do, it seems like

we need to get additional perspectives.
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Exhibit 13.1. School Teams’ Organizational Alignment: Example
of Rise Up Middle School (See Exhibit 4.7)

Our School’s Mission:

Rise Up Middle School provides our students with the social, emotional, and academic

skills necessary to find joy in life and learning, to build compassionate communities, and to

master the skills and knowledge necessary to be successful in high school.

Rise Up’s 2014–15 Goals:

1. 100% of our students who attend at least 95% of the school year will make at least a 20%

growth in their reading scores as measured by the XYZ reading assessment.

2. On our annual survey of students, families, and community, 95% of respondents will report

feeling welcomed, appreciated, and valued at our school.

3. We will reduce suspension rates and office referrals for our 20 focal students by 80%. On

our annual survey, these students will each report feeling supported and cared for by at

least five peers and three staff members.

TEAM PURPOSE RESPONSIBILITIES MEMBERS
* Lead

Leadership
team

To uphold our school’s
mission; to monitor and
implement our annual
and long-term goals
and our strategic plan
for achieving these
goals. Our team is
responsible for all three
of our annual goals.

• Analyze student
data—for all students
and in depth for our
focal students

• Design and deliver
professional develop-
ment

• Lead instructional
rounds

• Monitor progress
toward goals

• Evaluate professional
development

• Serve as commu-
nication conduits
between teams

Principal*
Assistant principal
Dean
Coaches
Grade-level Leads
Community partner-
ship liaison
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TEAM PURPOSE RESPONSIBILITIES MEMBERS
* Lead

Administration
team

To ensure the
operational and fiscal
efficacy of our school so
that we can fulfill our
mission and achieve
our goals. Our focus is
on our behavior
management systems
and on designing
interventions for our tier
3 students. Our team is
primarily responsible
for supporting Goal 3.

• Design and imple-
ment behavior man-
agement systems

• Provide professional
development and
coaching on behav-
ior management
systems

• Monitor and dis-
aggregate student
referral data

• Collect data on our
focal students and
share with lead team

Principal*
Assistant principal
Dean

Grade-level
teams

Our team is primarily
responsible for
supporting Goals 1
and 2. (See Exhibit 4.7)
We ensure that the
conditions for student
learning are optimal
and that our culture is
one of compassion,
community, and
collaboration among
students and teachers.

• Lead culture-building
activities with
students

• Design and imple-
ment our advisory
program

• Align supports for our
focal students and
analyze their impact

Grade-level lead*
Teachers
Coaches

Department
teams

To ensure curricular
alignment between
grades; to align literacy
practices across the
curriculum. Our team is
primarily responsible
for supporting Goal 1.

• Collect data on our
reading initiative and
on student achieve-
ment and share with
lead team

• Engage in an inquiry
process on our read-
ing initiative

Coaches*
Teachers

(continued)
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TEAM PURPOSE RESPONSIBILITIES MEMBERS
* Lead

Community
partnership
team

Our team is primarily
responsible for
supporting Goals 2
and 3. We are the
primary links between
our staff and our
families and external
community. We build
bridges and
connection.

• Facilitate parent lead-
ership groups

• Design parent
involvement activities

• Facilitate
parent–teacher–staff
communication

• Lead home visits for
focal students

• Access community
resources for focal
students and others

Community partner-
ship liaison*
Grade-level leads
Dean

STABILITY
Stability of leadership and staff profoundly influences a school and district’s culture.
When leadership changes frequently, the organization’smission and vision can become
vulnerable. Instability causes anxiety, results inweak follow-through on commitments,
and drives individuals into survivalmode and sometimes into silos where they become
protective about resources. High leader turnover can also mean rapid changes in pro-
gram and goals. Initiatives begun by one superintendent and carried out for two years
might be abandoned when a new superintendent comes onboard. Teacher and leader
turnover also means that institutional knowledge is drained from a system.

Those of us who have experienced high leader and staff turnover know well how
instability undermines the efforts of teamdevelopment. Itmeans thatwe are constantly
onboarding new team members, resetting team culture, returning to conversations
around norms and goals, and building new relationships with others. This takes time
and is mentally and emotionally taxing.

Even though this component of organizational conditions is beyond most team
leaders’ spheres of influence, it’s worth considering for a few reasons. First, simply
recognizing that high turnover within a team and within an organization impacts
development efforts can help us manage our emotional responses. Second, reflecting
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Toxic Cultures

The opposite of a culture of learning is a toxic staff culture characterized by individ-
uals working independently all the time, warring camps, divisions across racial or
ethnic lines, perpetual negativity, hostile faculty meetings, gossiping, and misdirected
values—focusing on enforcing rules, teaching basic skills, and serving a small group of
elite students (Deal and Peterson, 2009). Toxic cultures are contagious. New teachers
can become acculturated in only weeks because of the strong negative personalities of
the informal leaders in a faculty. Positive staff members tend to leave or are driven out.

Toxic staff cultures are hard to shift because people find meaning in negativity—but
it can be done by a strong leader with some aligned allies. The question for you, as a
team leader, is how much influence you have over shifting the culture and how much
energy you can devote to it. Positional leaders can have more influence; a department
head has less. Although toxic cultures need to be shifted for the sake of the children
who have to attend these schools, you can create boundaries around how much abuse
you take and how much effort you invest in this challenge. You don’t need to martyr
yourself or stay in a situation that makes you physically ill—as I have seen leaders do
as they battled against toxic school cultures. The questions in Exhibit 13.2 can help you
reflect on how toxic your culture is.

Exhibit 13.2. Am I in a Toxic Culture?

Overall…

1. Teachers conduct routine, boring classes.

2. Staff obsess about enforcing rules about student behavior.

3. There’s a focus on unimportant outcomes.

4. Concern is expressed only about small groups of students (often elite students such as

advanced band students, gifted and talented students, or athletes).

5. Teachers are siloed in classrooms, departments, or grade levels.

6. Staff organize into antagonistic camps.

7. Staff perpetuate negative attitudes toward students and work.

8. Staff are disengaged and just go through the motions.

9. Students are disengaged and just go through the motions.
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10. Faculty meetings are hostile.

11. Anyone who tries to improve the school culture is attacked.

12. Old grudges between people are right below the surface and explode easily.

13. Negative stories are told about kids, parents, the past, current leader, and the district.

14. Students are seen as a burden.

15. In the staff room, negative stories are told about students.

16. Gossip is rampant.

17. The good old days are talked about.

18. A this too shall pass attitude is expressed about new initiatives, programs, or leaders.

19. The heroes are those who oppose change.

20. Teachers arrive just as school starts and leave right when it ends.

As I approached the end of the two years that I coached the humanities team, I
recognized that the toxicity levels in the school were exceptionally high. My responses
to the questions in Exhibit 13.3 were all affirmative. No one in a position of leadership
had the skills or will to shift this culture, and I’d reached my tolerance levels. As I
acknowledged the limitations in this context, I also knew that there were other places
where I could have an impact and support adults so that they could meet the needs of
children. I have seen too many committed, skilled educators stay in toxic contexts for
too long. Please know that you have permission to leave unhealthy organizations, and
there’s a good chance you will find a place where your efforts will be welcomed and
where your work can greatly impact children.

TRUST
For teams to thrive, a baseline quantity of trust needs to exist in an organization.
Researchers Anthony Bryk and Barbara Schneider (2002) write that “trust is the con-
nective tissue that holds improving schools together” (pg. 144). When there’s little
trust across a school or in an organization, it will be much harder to build strong trust
within your team.

Exhibit 13.3 will help you assess trust at your site. You can use this tool for self-
reflection and also to understand other team members’ perspectives. You might find
that individuals hold different perceptions of the level of trust that exists in your school.
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Exhibit 13.3. Indicators of Trust in Schools

Rate the statement on a scale of 1 to 5, with 1 being lowest (strongly disagree) and 5 being

highest (strongly agree).

INDICATOR SCORE 1–5
Related to Colleagues

1. My colleagues are willing to go beyond their formal roles and responsibilities
for the sake of our school and students.

2. My colleagues put the best interests of students ahead of their own, espe-
cially when difficult decisions are made.

3. I can be vulnerable with my colleagues.
4. I feel comfortable telling my colleagues that I don’t understand something

that we’re working on.
5. I hear colleagues say they don’t know or understand something.
6. I can challenge a colleague on an idea, and we can have a healthy debate.
7. My colleagues listen to me.
8. My colleagues care about me personally. I can share personal thoughts,

feelings, and experiences with them.
9. My colleagues care about me professionally. I believe they want to see me

be successful.
10. I know that if I ask a colleague to do something, he or she will do it.
11. I know that if I ask a colleague to do something, he or she will do it and do

it well.
12. My colleagues appreciate me and share their appreciation regularly.
13. I hear colleagues apologizing for their actions or behavior.
14. I can disagree with a colleague about an idea or something that hap-

pened, and I know that our personal and collegial relationship won’t be
damaged.

15. I feel comfortable apologizing to colleagues and taking responsibility for
something I didn’t do well.
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INDICATOR SCORE 1–5
Related to Administrators
16. I regularly get feedback from my administrators that helps me in my work.
17. I feel that my administrators know my work—they regularly visit my class-

room or observe me engaged in my practice.
18. I feel that my evaluators are fair when they come to my evaluations, and I

respect their feedback.
19. I feel that my evaluator has my best interests at heart and wants to support

my professional growth.
20. I know that if my immediate supervisor agrees to do something, he or she

will do it. This includes promptly responding to emails or requests.
21. I know that if my immediate supervisor agrees to do something, he or she

will do it well.
22. I feel that my immediate supervisor listens to me.
23. I hear our leaders apologizing for their actions or behavior.
24. I hear our leaders expressing that they don’t know something.
25. My leaders regularly ask for feedback in multiple ways. I know they want my

honest feedback.
26. My leaders appreciate me—I feel satisfied with way they appreciate me and

how often I’m appreciated.
27. I can be vulnerable with my leaders.
28. I feel that the administrators at my school trust each other and are on the

same page as each other.
29. I feel that the administrators at my school work well together.
30. I feel that the administrators at my school appreciate each other.
31. I feel that the administrators at my school manage their moods well.
32. I feel that the administrators at my school are skilled at developing positive

relationships with staff, parents, and students.
33. I feel that administrators at my school set, review, and monitor staff expecta-

tions.
34. I feel that administrators at my school take action to address staff who are

not meeting expectations.
(continued)
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INDICATOR SCORE 1–5
Related to the Whole School
35. I never hear gossip.
36. I have meaningful conversations with other staff members about teaching

and learning.
37. I hear staff disagreeing with each other professionally during appropriate

times.
38. I feel that differences of opinion and perspective are valued.
39. I feel that differences of opinion and perspective don’t become barriers to

getting things done.
40. Staff members are courteous with each other.
41. Staff communicate appropriately through established structures: emails

sent to all staff are about business and information.
42. Personal conflicts between individuals are discussed in private or with a

conflict mediator.
43. I can’t remember the last time someone was really disrespectful to another

staff member.
44. I can’t remember the last time someone was really disrespectful to a

student.
45. I can’t remember the last time someone was really disrespectful to a parent.
46. When there’s a decision to be made, the amount of power different stake-

holders have is always clear.
47. Decision-making processes are always clear, explicit, and transparent.
48. Decisions are made using an articulated process that’s appropriate for the

decision, and we use different decision-making processes (e.g., consensus,
voting, compromise) in our work together.

49. We are able to make decisions within a time frame that feels reasonable to
me.

50. If a decision has to be made and I can’t attend the meeting in which it’s
being made, I know that my colleagues will make the best decision.

51. We honor times when we’ve agreed to come together. We rarely start or end
late.

52. If people are asked to prepare or bring something to a meeting, they do.
53. I believe that everyone at my site wants to do his or her very best.
54. I believe that everyone at my site is able to do his or her very best.
55. I believe that everyone at my site is engaged in fulfilling our school’s mission.
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Within our new location in the organization, our existence was tenuous. For a

year and a half, I held outside forces at bay. The leaders who were now above us

ranged from being disinterested in our work to wanting to direct every element. Our

work did not align with efforts on a horizontal or vertical plane. The decision making

outside our team was obtuse, and our input was not welcome. As a leader, I was

asked to enact decisions with which I strongly disagreed, decisions that conflicted

with what I held to be effective change management. It was a relief, in a sense,

when I acknowledged the direction the winds were blowing and that my sphere of

influence had shrunk to a domain too small to be meaningful. I knew it was time to

go, although I didn’t know where I’d go.

Exhibit 13.4. Organizational Conditions for Effective Teams

Rate each element on scale of 1 to 5 (with one being lowest and five being highest) based on

how strongly you agree with the indicators.

Element Indicators Rating Evidence and
Comments

Purpose • Everyone in our school or organization knows
what our vision and mission is.

• Our goals are posted in many places, and we
reference them regularly.

• I can see how everything that everyone is doing
leads to meeting our goals.

Focus • Our school or organization has fewer than four
annual goals.

• These goals build on previous years’ work and
are easy to remember.

• Annual foci are determined based on stu-
dent (or client) needs and through a clear
decision-making process.
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Element Indicators Rating Evidence and
Comments

Alignment • Every team works to meet our school or organi-
zation’s goals.

• I understand the work that every team is doing
and am updated regularly on the work done in
other teams.

• The work of other teams complements ours,
and it doesn’t feel like there’s any redundancy
in teamwork.

Stability • Our site or organization leadership and staff
have remained stable for at least 5 years.

• Staff turnover has been less than 10%.
• For the most part, implementation of our core

programs has been consistent for several years.

Leadership • Our site or organization’s leaders have many
strengths.

• They are vocal advocates for team development
and set a vision for effective teams.

• They allocate resources for team development.
• They are effective team leaders.
• They monitor the work of teams, appreciate our

work, and push us to refine our work.

Membership • The majority of team members have the skills
necessary to engage in collaboration.

• Members want to be a part of the team.
• It feels like the right people are in our team.

Culture of
Learning

• On the Indicators of a Learning Organization,
Exhibit 9.1, there is evidence of two-thirds of
the indicators.

• There is no evidence of a toxic culture.

Decision-
Making

• There are articulated and transparent
decision-making processes in our school or
organization.

• Outside of our team, we understand why deci-
sions are made and sometimes have input into
them.

(continued)
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Element Indicators Rating Evidence and
Comments

Trust • On the Indicators of Trust, Exhibit 13.3, there’s
evidence of 35–40 of the elements.

Time • The team’s facilitator always has time to prepare
for meetings.

• Team time is sacred and rarely canceled.
• Team time is exclusively focused on work that

will lead us to meet our goals.
• We have enough time to meet our goals.

290 The Art of Coaching Teams



�

� �

�

A P P E N D I X A

Facilitator Core Competencies

There are three components to this tool to help you identify strengths and opportu-
nities for growth as a facilitator: (1) skills and knowledge; (2) emotional intelligence;
and (3) will and capacity.

I. Skills and Knowledge
Domain Element 1–5

1 = low
5 = high

(A) Team Development
and Facilitation

(1) I can engage colleagues in the development
of a shared vision for our team.

(2) I can facilitate the creation of goals that are
aligned to our school’s or organization’s goals.

(3) I use various strategies to ensure that all
members are invested in our team’s work and
that all take responsibility for their part in it.

(4) I can design effective meeting agendas with
clear and meaningful outcomes.

(5) I can facilitate meetings that stay focused and
meet outcomes.

(continued)
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I. Skills and Knowledge
Domain Element 1–5

1 = low
5 = high

(6) I assess and support the will, skill, knowledge,
and capacity of team members so that
meetings are inclusive of all.

(7) I effectively develop and model norms and
community agreements within meetings.

(8) I ensure there is a process to reflect on our
holding of norms and community agreements.

(9) I intentionally work to develop trust within the
team as well as between me and team
members. I have various ways of intentionally
developing and assessing levels of trust.

(10) I address the group’s affective needs in
meetings through structures such as a
check-in, dyad, grounding, and intention
setting.

(11) I use various structures and processes for
collaboration.

12) I can facilitate healthy decision-making
processes using a variety of strategies.

(13) I apply knowledge of team development
theories to make decisions about meetings and
processes.

(14) I apply knowledge of adult learning to design
and lead learning activities.

(B) Communication (1) I use active listening effectively: I summarize
and reflect back what’s being said accurately.

(2) I use a range of questions to promote open
discussion and clarify issues.

(3) I use structures to ensure equity of
participation in meetings: I deal with disruptive
or overly talkative group members and draw
out quieter members of the group.

(4) I am aware of and can address dynamics of
race, class, gender, and power in a group.

(5) I can confront difficult issues and have hard
conversations.
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I. Skills and Knowledge
Domain Element 1–5

1 = low
5 = high

(6) I can model language that encourages
accountability and solutions instead of blame.

(7) I can address deficit thinking and actions by
moving others to more productive,
asset-focused language and action.

(8) I can support others in questioning beliefs
and examining the intended and unintended
consequences of beliefs and actions.

(C) Conflict and
Commitment

(1) I remain open and flexible to multiple options
and points of view in order to challenge
assumptions and beliefs.

(2) When there’s unhealthy conflict, I seek to
understand different perspectives, I
acknowledge views from all sides, and then I
have strategies to redirect the energy toward
our shared ideals.

(3) I mediate, manage, and depersonalize
unhealthy conflict between adults effectively.

(4) I encourage divergent thinking, multiple
perspectives, and productive conflict about
ideas.

(5) I intentionally develop peer-to-peer
accountability.

(6) I hold others accountable for their actions.

II. Emotional Intelligence
Domain Element 1–5

1 = low
5 = high

(D) Self-Awareness (1) I recognize and am aware of my emotions,
especially those that surface when I’m
facilitating a team.

(2) I am aware that my emotions are contagious.
(3) I recognize my strengths and limits. I know

when I need to ask for help.
(continued)
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II. Emotional Intelligence
Domain Element 1–5

1 = low
5 = high

(E) Self-Management (1) I can establish a positive, calm climate for a
meeting right from the start.

(2) I can manage my emotions—especially
difficult ones—so that I can effectively facilitate
a team.

(3) I have a range of strategies to help me
manage the emotions that arise from dealing
with change, setbacks, and challenges.

(4) I can choose appropriate emotional
responses to situations and create the space
for others to choose appropriate responses.

(5) I can be transparent about my emotions in
appropriate times for the sake of building a
team and to model self-management.

(6) I seek feedback on my leadership and
facilitation; I adjust and change my actions
based on feedback.

(7) I can admit to mistakes, faults, and my own
areas for growth as a way to build trust and
model emotional intelligence leadership skills.

(8) I persist in the face of adversity and am
frequently described by others as perseverant,
resourceful, action oriented, committed, and
passionate.

(9) I honor obligations by following through, being
responsible, and being willing to be held
accountable by others.

(10) I display optimism, confidence, and a
positive, solutions-oriented attitude.
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II. Emotional Intelligence
Domain Element 1–5

1 = low
5 = high

(F) Social Awareness (1) I demonstrate empathy authentically and
regularly.

(2) I can sense the unspoken emotions of others.
(3) I enable others to engage in self-reflection

and evaluation, leading toward greater
individual and collective responsibility.

(4) I recognize power relationships in the
interactions of others and pay close attention to
how they impact an individual’s participation in
the group; I have strategies to address power
dynamics if they are negatively impacting the
group.

(5) I have various strategies for cultivating an
emotional climate where everyone gets what
he or she needs to be a contributing member
of the group.

(G) Social
Management

(1) I recognize the emotional undercurrents in a
group, and I’m responsive to the feelings and
needs of others.

(2) I model emotional self-management to
manage the group.

(3) I use various strategies to enroll everyone in
the group; I use these during meeting times as
well as at other times to get buy-in.

(4) I am genuinely interested in developing every
member of this group. I learn about everyone’s
strengths, goals, and areas for growth to do so.

(5) I can advocate for change even in the face of
opposition. I’ve found effective ways to
overcome barriers to change.

Appendix A 303



�

� �

�

III. WILL AND CAPACITY

These questions are intended to help you reflect on your will and capacity to
facilitate a team.

1. How did you feel about becoming the facilitator of a team when you were first asked to
do so? If you volunteered to facilitate a team, what made you want to do so?

2. What feelings come up for you regarding the team and your leadership in the team?
3. What hopes and concerns do you have for yourself as facilitator of the team?
4. How do you see this team as a vehicle for helping your school realize its vision, mission,

and goals? What connections can you see between the work this team can do and the
improvement of children’s experience and outcomes at your school?

5. What connections are there between your core values and your role as team facilitator?
6. What do you feel that you need from your administration to be an effective facilitator?

How much of what you need do you currently have?
7. Given your roles and responsibilities, will you have ample time to plan and prepare for,

facilitate, and reflect on team meetings? Has time in your schedule been allocated for
this work?

8. On a scale of 1 to 10, with 1 being low and 10 being high, how willing do you feel to facil-
itate this team? Explain your response.

9. If your number was lower than 5, what would it take to increase your willingness? Is there
anything within your sphere of influence or control that you could do to increase your
willingness?

10. On a scale of 1 to 10, with 1 being low and 10 being high, how much capacity do you feel
you have to facilitate this team? Explain your response.

11. If your number was lower than 5, what would it take to increase your capacity? Is there
anything within your sphere of influence or control that you could do to increase your
capacity?

12. Why does this team matter—to you, to your colleagues, and to students?
13. Why might you be the right person right now to facilitate this team? What unique quali-

ties, insights, and skills do you bring as a facilitator?
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A P P E N D I X B

Team Effectiveness
Self-Assessment

TEAM: ________________________________________ DATE: _______________

TEAM MEMBER: _____________________________________

TEAM EFFECTIVENESS SELF-ASSESSMENT
Rate the following elements on a scale of 1 to 5, with 1 = strongly disagree, 2 = disagree,
3 = neutral, 4 = agree, and 5 = strongly agree. Wherever possible, offer examples that
illustrate each element.
Element Rating Examples and Comments
1. Purpose

We understand and agree on our team’s purpose
and goals.

2. Results
We accomplish what we set out to achieve.

3. Procedures
There are effective procedures to guide team
functioning.

4. Meeting Process
Meetings are well facilitated and focused and
result in clear outcomes.

5. Decisions
We have clear agreements about how decisions
will be made.

(continued)
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TEAM EFFECTIVENESS SELF-ASSESSMENT
Rate the following elements on a scale of 1 to 5, with 1 = strongly disagree, 2 = disagree,
3 = neutral, 4 = agree, and 5 = strongly agree. Wherever possible, offer examples that
illustrate each element.
Element Rating Examples and Comments
6. Commitment

Team members buy into decisions without hidden
reservations or hesitation; actions reflect our
commitment.

7. Member Contributions
Member contributions (ideas or information) are
recognized and utilized. Different styles are
embraced.

8. Creativity
We experiment with different ways of doing things
and are creative in our approach.

9. Collaboration
Team members share our experience and
expertise in ways that enhance team productivity
and development.

10. Respect
I feel valued as an individual member in this
group. People treat all individuals with respect.

11. Interpersonal Communication
Communication between members is open and
balanced at meetings.

12. Productive Conflict
Members engage in unfiltered debate around
ideas and issues related to the work.

13. Unproductive Conflict
We work constructively on issues until they are
resolved.

14. Accountability
Team members hold each other accountable.

15. Evaluation
We often evaluate our team process and
productivity.
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A P P E N D I X C

Community-Building Activities
and Random Grouping Strategies

COMMUNITY-BUILDING ACTIVITIES
The following activities are those I most often use to energize a team and help a team
get to know each other.

Compass points: This activity can be found on the National School Reform
Faculty’s website (http://www.nsrfharmony.org/content/compass-points-activity)
and is one of my favorites to do with a group of anywhere between 3 and 300 people.
It helps people understand their styles when working in a group and the styles of
others and thus cultivates empathy and understanding. It’s one of my always-do
activities when working with a new team.

Poetry: I love to start or end a learning session or meeting with a poem. I look for
poems that have themes related to whatever we’re talking about that day and always
invite participants to discuss the poem with each other afterward. I prompt them to
read aloud passages that resonatedwith them, tomake connections, and to share “what
came up for you.”

Artifacts: Team members bring an artifact from home that they feel reflects a part
of who they are that otherwise would not be seen by colleagues. It could be an object, a
photo, an item from their kitchen, or a childhood toy. This kind of show and tell can be
really fun and builds understanding and appreciation for each other. Tip: If someone
forgets to bring an artifact, I suggest doing a quick sketch of the item.
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Pennies: In this activity, a team is given a small pile of pennies (perhaps twice the
number of pennies as there are people in the team) and participants are invited to
“tell a story from your life—or your family’s—about the year on the coin you select.”
If you’re working with a group of young teachers, you’ll want to check the years
on your pennies to ensure that at least most of them are from the lifetimes of the
participants.

Something from your wallet or purse: This is an easy on-the-spot activity because
it doesn’t require you to provide anything. You simply ask a group of people, “Find
something in your purse or wallet that reflects a part of you that we might not know
about, and share a story about it.” Some examples include photos, key chains, coupons,
and membership cards.

M&M game: You need to provide a bag of M&Ms for this game and the following
color-coded key: red = something about yesterday; orange: something you do well;
yellow = something about your childhood; blue = something you learned last week;
brown = something you can’t live without; green = something you watch or listen to.
Pour an M&M into each person’s hand, and take turns responding to the prompt all
together or in pairs.

Symbolic thinking: Inviting people to think through metaphors and symbols is a
great way to prompt new insights. For easy and quick check-in prompts you can ask
questions such as:

• “If our team were a meal, we would be … ”

• “If I could have a super power it would be . . . .”

• “If I were an animal today, I’d be a … ”

• “In my next life I want to be a … ”

• “Today I feel like [what kind of supernatural or mythic being]… ”

Images: I collect stacks of postcards, calendars and photos that I offer with a range
of prompts to stimulate conversation. For example, I share images of forces in nature
(e.g., volcanoes, rivers, lightning) and ask people to select the one that most reflects
how they feel about change. I also have images of animals, movie posters, and food to
prompt conversation. Using images, symbols, and metaphors offers us a way into our
thoughts and feelings that sometimes reveals interesting information.

Storytelling:Asimple prompt like, “Tell a story about… ” is a greatway to give peo-
ple an opportunity to share with each other. These stories can be brief and a precedent
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to other activities, or they can be extended. For example, let’s say you’re going to
analyze first-quarter data reports with a team of teachers. You can give participants
3 minutes each to share with a partner about their experience as children taking tests.
This allows people to connect and tell their stories about learning, and it invites them
to connect with the emotional experience that children have when taking tests. It can
generate empathy and multiple perspectives.

Visual lifemaps:This activity is good for a team that will work closely together and
will benefit from really getting to know each other. Each person creates a life map that
shows 8–10 pivotal moments from his or her life. Images with captions representing
those moments can be included to describe the event.

My life as a book: This activity asks people to reflect and tell their stories through
writing—but in this case, they are asked to write only the titles of chapters for their life
as a book. They can choose the genre of the book and then name the chapters. This
can be shared silently and everyone reads each other’s table of contents, or participants
can explain what they created.

Tower building: For this activity you need a stack (or several) of index cards. You
can do this with one team or break a team into groups—ideally with no more than
four people in each group. Tell the group they’ll have a limited amount of time (maybe
8–10 minutes) to silently build a tower with the cards. They can’t use any other sup-
plies, can communicate only nonverbally, and are in competitionwith each other to see
who can build the tallest tower. It’s important to offer reflection prompts. Simple ones
work fine: What did you notice about how you worked together? What did you notice
about your own participation? What was challenging? You can also do this activity
again but remove the competitive aspect, or ask them to build something interesting.
This activity allows team members to get different understandings of the roles they
play in their team.

Pass the sound: This gets everyone up and being silly. Stand in a circle and pretend
to throw an imaginary object to another teammate and make a sound along with it.
The person who catches the imaginary object has to imitate the sound you made and
then throws it to someone else with a new sound. People can make animal noises or
any kind of silly sound.

Boom whackers: Boom whackers are long, plastic tubes that are tuned to different
notes.When youwhack themon anything (e.g., the floor, your leg, a table), theymake a
sound. This is an easy way to make music with a group, especially one whose members
might not think they are musical people. Playing with boom whackers is easy and
always gets people feeling happy and energized. They can also help a group feel more

Appendix C 309



Trim Size: 7in x 9.25in Aguilar bapp03.tex V3 - 01/11/2016 10:51pm Page 310

�

� �

�

cohesive since instinctually people try tomake their soundswork in rhythmwith those
of others.

Walk and talk: I incorporate this activity into team meetings or Professional
Development agendas if we will be meeting for more than 2 hours together. People
need to move, or else their brains get stagnant; I haven’t found too many group
physical energizers that I like. This could be because standing in a group of people
and doing goofy movements is usually outside of my personal comfort zone, but
I haven’t found too many other people who love those energizer activities either.
However, most love the invitation to take a quick 10- or 15-minute walk and talk.
I am usually intentional about grouping people in pairs or trios—I don’t want them
to have to find their own partners all the time, which can be hard—and I usually
offer a simple and open-ended prompt to talk about. Sometimes I suggest that they
set a timer on their phone so that they’ll each have equal time to talk and will arrive
back on time.

Two secrets: Everyone writes one secret on a card and gives it to the facilitator. The
facilitator reads each card, and the group nominates two or three people they think are
the authors of the card. If they are nominated, they stand up. After a few nominations,
the facilitator asks the real author of the secret to remain standing (or to stand up)
and the others to sit down. You can do this throughout a meeting (or across a series
of meetings) by picking a few secrets every time you transition after a break or lunch
and for an opening or closing for each day.

Step in, step out: The facilitator chooses key phases that describe qualities, roles,
wishes, or anything else that individuals in the group can relate to. The facilitator reads
one phrase (e.g., I am a parent, I teach elementary, I struggle with… , _____ brings
me joy), and if the members agree with that statement they step into the middle of
a circle. If the statement doesn’t represent them, they step out. This activity can also
help a group see disagreements among the members without having to make people
say anything. You can start with easy, fun, and light statements and move to more
controversial ones.

Repeated question: Members form pairs, and the facilitator gives the pairs a ques-
tion prompt that the members can answer with one word or short phrase answers.
Each pair has 3–5 minutes for each person to be the question asker and the answerer.
This is used when you want members to become more aware about their beliefs or
feelings about a particular topic because they keep answering the same question over
and over and end up surprising themselves with the answers that come out after their
initial answers. Usually they go deeper into themselves.
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Restorative justice (RJ) community circle: The RJ community-building circle can
be used at the beginning of meetings. Everyone sits in a circle, ideally in chairs (not
desks), and the process opens with a poem, meditation, or song, which is followed
by a check-in question for the group. After everyone who wants to quickly shares in
response to the check-in question, the group is asked a bigger question such as, “How
are you feeling about the proposed changes for next year?” A talking stick is passed
around the circle, and only the person holding it can speak in response to the question.
The speaker can talk for as long as he or she wants and is usually encouraged not to
respond to what others have said (to prevent the feeling of a discussion). If you’re
interested in RJ circles, you can find more information online, perhaps starting here:
http://rjoyoakland.org/restorative-justice/.

Check-in whip around: Opening up meetings by simply giving everyone a chance
to respond to a prompt is a way to hear from each person and connect. You can gener-
ate questions and invite the team to create prompts. Here are some to get you started:

• Share a moment in which you felt good about your work in the week.

• What’s important to you?

• What’s your ultimate concern?

• What do you hold sacred?

• If we could really know you, what would we know?

• If you could really, really know you, what would we know?

• What do you need from someone else to know that you’re being listened to?

• What are we not talking about that we should be?

RANDOM GROUPING STRATEGIES
To help group members get to know each other, you’ll frequently need to create pairs
or small groups—you don’t always want to leave who they share or work with up to
chance or up to who they are sitting next to. Most of the time I create random small
groups or pairs (although occasionally I intentionally group people together). Here are
the strategies I most often use.

1. Birthday line-up: In silence, within a defined period of time (usually a few seconds
longer than the total number of people in the group) ask people to line up according
to their birthdaymonth andday.Designate one corner of the room to be the January
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starting point and another to be the December ending point. You can’t use anything
other than nonverbal communication. After the group has formed the line, have
them say their birthday month and day aloud to check that it’s correct, and then go
down the line and group people into twos, threes, or fours. Sometimes I tell people
that this is astrological sorting and that they should probably get along with each
other. This is fast, fun, and easy to do with groups up to 150 people.

2. How hot do you like it? This is a fun activity that I learned from author and
professional development expert, Marcia Tate. Ask people to line up according
to their preference of spiciness: one end of the room represents those who think
that ketchup is spicy and the other end represents those who chew on habanero
chilies (the hottest chili there is) with no sweat. People can talk to each other while
they do this and can create their own categories. After they’ve lined up, ask a few
people to share their spiciness preference and then group them by threes or fours.
This activity is also fast and easy with large groups, and people always love talking
about food.

3. Howfarwere youborn fromthis spot?Again, invite participants to line up accord-
ing to the distance in miles of their birthplace from the place they’re standing at that
moment. People can talk to each other while they do this—and then you can break
them up into whatever number group you want. This invites people to share stories
about their place of birth and can be extended so that people canmake connections.

4. Barnyard babble: This activity is from the tribes program. You’ll need cards with
farm animals on them, which you can make with index cards and stickers. Create
sets of animals with the number of people you want in each small group—so four
horses if you want a team of four. Randomly pass out cards, tell everyone to look
at his or her card, and then when you say go each person makes the noise of the
animal and finds the other people making their same noise. This is loud and fun.

5. Matching cards: I buy decks of Go Fish cards to create groups of three, four, or
six. Simply shuffle the cards and then ask everyone to draw a card and find his or
her group.
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A P P E N D I X D

Facilitation Planning Tool and
Facilitation Observation Tool
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FACILITATION PLANNING TOOL

1. Meeting Design
Most design elements are visible in the participant’s agenda.
Some will be visible only in the facilitator’s agenda.

✓
Evidence
Comments
Questions

Element Indicators
Why The content of the meeting enables progress on

the organization’s goals, mission, or vision. This
may or may not be directly stated.
The content of the meeting may reflect external
input sources (e.g., feedback from surveys or
previous meetings, input from stakeholders
outside of the team).
The meeting is designed with an awareness of
where the group is in its stage of team
development. Activities and structures are
intentional about developing the team.
The purposes for each section of the meeting are
clearly articulated. Sections of the meeting are
clearly distinguished, for example, learning,
decision making, discussion, and information.

What Activities are sequenced to reach meeting
outcomes.
The emotional, cognitive, and energy needs of
participants are anticipated. For example, breaks
may be scheduled according to anticipated energy
needs, energizers may be placed midday, or
snacks may be provided.
Activities are planned that will best navigate the
group’s dynamics. This planning may reflect an
awareness of how power dynamics may manifest
in this group and may seek to interrupt these
dynamics.
The facilitator’s agenda includes procedural notes,
precise timing, and scripts for items including the
framing of different sections, transitions, and
connections between segments. Facilitator’s notes
may anticipate participants’ needs and reactions at
different points.
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1. Meeting Design
Most design elements are visible in the participant’s agenda.
Some will be visible only in the facilitator’s agenda.

✓
Evidence
Comments
Questions

Element Indicators
How and when feedback on the meeting will be
gathered are indicated.
Various structures are used that reflect best
practices for the purpose of the meeting. For
example, if the purpose of the meeting is to learn,
then best practices in adult learning are applied. If
the purpose is to make a decision, then protocols
for decision making are used.

How Plans include various structures to ensure
equitable participation.
Everyone will have a chance to speak during the
meeting (although not necessarily in the whole
group; it may happen in breakout groups or pairs).
The group’s affective needs are addressed through
structures such as a check-in, dyad, grounding, or
intention setting.
Team norms are included on the agenda, and a
process for using them is indicated. Roles may
include a process checker, or participants may be
asked to identify a norm to hold for themselves.
Facilitator agenda may include notes about room
set-up. For example, group may sit around one
large table or in small configurations.
Roles such as timekeeper, notetaker, process
checker, and facilitator may be identified. (If roles
are used then it is assumed that the group has
clear understanding of the expectations for the
roles.)

Who Roles such as timekeeper, notetaker, process
checker, and facilitator may be identified. (If roles
are used then it is assumed that the group has
clear understanding of the expectations for the
roles.)
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FACILITATION OBSERVATION TOOL

2. Meeting Execution
Observable during meeting

✓
Evidence
Comments
Questions

Element Indicators
Key
Facilitation
Skills

Meetings stay focused and outcomes are
met within the allocated time on agenda.

Participants are given time to make
connections between a single meeting and
the team and school’s goals, vision, and
mission.
Norms and community agreements are
referenced during meetings; different
structures are used to reflect on how the
team holds norms.
Sections of the agenda make clear why the
team is engaging in each activity and how it
connects to larger goals.
Discussions and decisions are anchored in
the needs of all students.

Communication Facilitator uses active listening and
questioning that promotes open discussion.
There are structures to invite equity of
participation.
Participants interact through various
structures such as whole group, small group,
pairs, and written processes.
Facilitator addresses unproductive discourse
such as blaming and deficit thinking and
moves discussion to problem solving,
asset-focused language, and action.
Facilitator questions beliefs and prompts the
group to examine the intended and
unintended consequences of beliefs and
actions.
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2. Meeting Execution
Observable during meeting

✓
Evidence
Comments
Questions

Element Indicators
Conflict
Mediation

In moments of conflict the facilitator seeks to
understand different perspectives,
acknowledges views from all sides, and has
strategies to redirect the energy toward
shared ideals.
Facilitator manages disruptive or overly
talkative group members.
Facilitator draws out quieter members of the
group.
Facilitator addresses power dynamics in the
moment or at other times if they are
negatively impacting the group.

Emotional
Intelligence

Facilitator seeks feedback on every meeting
and on his or her leadership skills.
Facilitator appears to be positive and calm
right from the start of a meeting.
Facilitator displays optimism, confidence,
and a positive, solutions-oriented attitude.
Facilitator honors obligations by following
through, being responsible, and being willing
to be held accountable by others.
Facilitator manages his or her own emotions
particularly in moments of conflict,
challenges, or setback.
Facilitator admits to mistakes, faults, and
areas for growth.
Facilitator demonstrates empathy
authentically and regularly.
Facilitator engages team in self-reflection
and evaluation, leading toward greater
individual and collective responsibility.
Facilitator appears genuinely interested in
developing every member of this group.
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A P P E N D I X E

Activities for Meetings

E1. The Consultancy Protocol

E2. The Feedback Protocol

E3. Chalk Talk

E4. Dyads
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E1. THE CONSULTANCY PROTOCOL1

30
min.

45
min.

60
min.

What How

1 2 1 Opening Facilitator reviews protocol and adjusts time as
desired by presenter or as fits the group. The
group may decide to spend more time on the
preparation section or in the discussion. Timing
also depends on how many are in the group.

(5) (5) (5) Previous
Presenter Report
Back (optional)

If desired, the presenter from the previous
week’s consultancy can report on how she used
the ideas generated in her consultancy. Teams
often feel invested in hearing what happens as
a follow-up to the consultancy and a report
back can meet this need.

(2) (3) (5) Presenter
Preparation
(optional)

If the presenter knows ahead of time that he will
present, then he can arrive to the consultancy
with the dilemma written. If this is not the case,
the presenter might want a few minutes to think
and write in order to identify what he would like
the group’s support on.

5 8 9 Presenter Shares 1. Presenter shares the dilemma—verbally
shared or as a written document. If a written
description is shared, presenter can also ver-
bally add anything before or after the group
reads the document. It’s appropriate for the
group members to take notes about what
they’re hearing.

Presenter might also share an artifact
such as a transcript of a coaching conver-
sation, an email, or a plan for a conversation.

2. Presenter can ask for feedback or input in
one area or key question. Asking for specific
feedback or support can help a discussion
stay focused and useful.
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30
min.

45
min.

60
min.

What How

3 5 5 Clarifying
Questions

Group asks presenter clarifying questions.
• Clarifying questions are yes–no or require very

short answers.
• The facilitator needs to interrupt if probing

questions are asked and can remind the
group that probing questions can be noted
and raised during the discussion.

5 5 5–18 Group Reflection
and Preparation
Silent planning

and reading
time

1. If the group is using a tool such as the Coach-
ing Lenses, the presenter can ask that spe-
cific lenses be focused on—or the group can
agree to divide up the lenses so that they will
all be covered.

2. The facilitator restates the presenter’s request
for specific feedback or input on one area, if
this was requested, and reminds the group to
focus on this area.

3. The group silently reflects on the presen-
ter’s dilemma and prepares for discussion.
It’s appropriate for group members to note
questions and comments to contribute in the
discussion.
a. This time can be extended for an additional

20–30 minutes to do reading or research to
inform the discussion.

4. Group can be prompted to write out a big
understanding, question, or insight from their
lens.

(continued)
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30
min.

45
min.

60
min.

What How

13 18 20 Group Fishbowl
Discussion

1. Presenter moves his or her chair outside of
the circle and can take notes if desired.

2. The facilitator reminds the group of the pre-
senter’s key question.

3. The facilitator can open this section by sug-
gesting that each group member briefly
(in about 1 minute) share his or her initial
thoughts on the dilemma, and the group
can whip around so that all can share a
thought before opening into a less structured
discussion.

4. In the discussion, group members can raise
probing questions, share the insights they
gained through using the lenses, and voice
any other comments or reflections they came
up with.

5. Facilitator needs to ensure that discussion
stays focused on the presenter’s dilemma
and, if requested, on his or her key question.
Facilitator may also take actions to ensure
equity of participation.

1 1 1 One Minute of
Silence

Group holds 1 minute of silence so that the
presenter can collect his or her thoughts and
return to the group.

3 6 6 Closing Presenter shares any reactions, insights, and
feelings about protocol or what was said; he or
she doesn’t need to respond to questions that
were raised in the group discussion.
If time permits, group can share reflections on
process.

1This protocol is modified from one created by the National School Reform Faculty.
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E2. THE FEEDBACK PROTOCOL

45
min.

What How

2 Opening Facilitator reviews protocol and adjusts time as desired by
presenter or as fits the group. The group may decide to spend
more time on the preparation section or in the discussion. Timing
also depends on how many are in the group.

5 Presenter
Introduces
Artifact

Presenter frames the artifact—the lesson plan, agenda draft,
video, or transcript—and offers contextual information.
• The presenter can ask for feedback or input in one area.
• The presenter can ask for a tool to use used—such as a rubric for

assessing lesson plans, the team facilitation planning tool, or a
coaching rubric.

5 Clarifying
Questions

Group asks presenter clarifying questions.
• Clarifying questions are yes–no or require very short answers.
• The facilitator needs to interrupt if probing questions are asked

and can remind the group that probing questions can be noted
and raised during the discussion.

10–20 Presenter
Shares Artifact

Group reads agenda, lesson plan, or transcript or watches video.

10 Group
Reflection

The group silently reflects on the presenter’s artifact and prepares
for discussion.
The group can use the assessment tool at this time if it was
requested. It’s appropriate for group members to note questions
and comments to contribute in the discussion.

18 Group
Fishbowl
Discussion

6. Presenter moves his or her chair outside of the circle and can
take notes if desired.

7. The facilitator reminds the group of the presenter’s specific
request for feedback if relevant.

8. The facilitator opens this section by inviting each group mem-
ber to share his or her observations of the artifact.

9. Following each group member’s sharing, the group can engage
in an unstructured discussion.

10. Facilitator may take actions to ensure equity of participation.

1 One Minute of
Silence

Group holds 1 minute of silence so that the presenter can collect
his or her thoughts and return to the group.

6 Closing
1. Presenter shares any reactions, insights, feelings about protocol

or what was said; he or she doesn’t need to respond to questions
that were raised in the group discussion.

2. Group reflects on process.
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E3. CHALK TALK
Objectives

• To hear everyone’s voice in a short period of time

• To provide a way for people who don’t feel comfortable verbally expressing them-
selves to do so

• To generate ideas about a new topic to study or discuss

• To respond to other people’s opinions and ideas

Activity

1. Consider the questions you want people to respond to. They could be about their
opinions, experiences, thoughts, or a response to an activity or reading.

2. Write the questions at the top of chart paper. A good ratio is one piece of paper
for every three people. You can repeat questions if you have only three questions
and 30 people.

3. Post the papers around the room or on tables.

4. Provide a marker to every person.

5. Go over expectations for the exercise.

Expectations:
• Move around the room and respond to the prompts on the paper.

• No more than three people at a piece of paper at a time.

• The room will be silent.

• Write your response to the question on the paper. You don’t have to answer
every question if you don’t want.

• As you move around also read what other people write.

• You can also respond to what other people write—as long as it is only about
their ideas. You cannot correct spelling, grammar, or handwriting or make any
comments that are disrespectful. You can use symbols to respond such as ! or ?
or ***.

• When you are finished (you’ve responded to all the questions that you want to
respond to and you’ve read over what other people have written), have a seat
and rest quietly.
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6. Allow time for people to move around and do the exercise.

7. Facilitator also participates and models responses if participants are stuck.

8. Whenparticipants are seated, reflect on the experience andhave people sharewhat
they learned or something they read that surprised them.

E4. DYADS
Based on the work by Julian Weissglass (1990)

Constructive listening is a form of communication where people can construct
understandings and deal with their feelings. A dyad is the exchange of constructivist
listening between two people.

I agree to listen to and think about you for a fixed period of time in exchange for your
doing the same for me. I keep in my mind that my listening is for your benefit, so I do not
ask questions for my information.

Dyad Guidelines

• Each person is given equal time to talk. Everyone deserves attention.

• The listeners do not interpret, paraphrase, analyze, give advice, or break in with a
personal story. People are capable of solving their own problems.

• Confidentiality is maintained. (The listener doesn’t talk about what the talker has
said to anyone else or bring it up to the talker afterwards.) To be authentic, a person
needs to be assured of confidentiality.

• The talkers do not criticize or complain about the listeners or about mutual col-
leagues during their time to talk. A person cannot listen well when he or she is feeling
attacked or defensive. Problems are to be addressed in a different structure, based in
dialogue.

A Few More Things

• The time belongs to the speaker. If the speaker wants to diverge from the suggested
prompt, that’s okay. If the speaker wants to sit in silence, that’s okay!

• Sit facing each other, knee to knee, with nothing in your hands.

• Know that many people feel uncomfortable or awkward doing dyads when they first
experience them; often this dissipates.
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Recommended Resources

ON EMOTIONS AND SELF-KNOWLEDGE
Bradberry, Travis, and Jean Greaves. Emotional Intelligence 2.0. San Diego, CA: TalentSmart,

2009.
Brown, Brené. The Gifts of Imperfection. Center City, MN: Hazelden, 2010.
Foster, Rick, and Greg Hicks. How We Choose To Be Happy. New York, NY: Perigree, 2004.
Olivo, Erin. Wise Mind Living. Boulder, CO: Sounds True, 2014.
There are numerous free online questionnaires based on the Myers-Briggs Type Indicator, but

not all are considered equally valid. I recommend http://www.16personalities.com but also
suggest you try taking a number of them to see if your results are consistent.

Dr. Martin Seligman’s website: http://www.authentichappiness.sas.upenn.edu

ON LEADERSHIP
Block, Peter. The Answer to How Is Yes. San Francisco, CA: Berrett-Koehler, 2002.
Deal, Terrence, and Kent Peterson. Shaping School Culture. San Francisco, CA: Jossey-Bass,

2009.
Fullan, Michael. The Principal. San Francisco, CA: Jossey Bass, 2014.
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Goleman, Daniel, Richard Boyatzis, and Annie McKee. Primal Leadership. Boston, MA:
Harvard University Press, 2002.

Heifetz, Ronald, Alexander Grashow, and Marty Linsky. The Practice of Adaptive Leadership.
Boston, MA: Harvard Business Press, 2009.

Kouzes, James, and Barry Posner. The Leadership Challenge. San Francisco, CA: Jossey-Bass,
2007.

McKee, Annie, Richard Boyatzis, and Fran Johnston. Becoming a Resonant Leader: Develop
Your Emotional Intelligence, Renew Your Relationships, Sustain Your Effectiveness. Boston,
MA: Harvard Business Press, 2008.

Teacher Leader Model Standards. http://www.teacherleaderstandards.org/

ON BRAIN SCIENCE
Hanson, Rick. Buddha’s Brain: The Practical Neuroscience of Happiness, Love & Wisdom.

Oakland, CA: New Harbinger Publications, 2009.
Hanson, Rick. Hardwiring Happiness: The New Brain Science of Contentment, Calm, and Con-

fidence. New York, NY: Crown Publishing, 2013.
Medina, John. Brain Rules: Twelve Principles for Surviving and Thriving at Work, Home, and

School (2nd ed.). Seattle, WA: Pear Press, 2014.

ON MANAGING CHANGE
Duhigg, Charles. The Power of Habit. New York, NY: Random House, 2012.
Heath, Chip, and Dan Heath. Switch: How to Change Things When Change Is Hard. New York,

NY: Broadway Books, 2010.
Ryan, M. J. How to Survive Change You Didn’t Ask For. San Francisco, CA: Red Wheel/Weiser,

2014.

ON SYSTEMS THINKING
Senge, Peter. The Fifth Discipline: The Art and Practice of the Learning Organization. New York,

NY: Doubleday, 2006.
Senge, Peter, Nelda Cambron-McCabe, Timothy Lucas, Bryan Smith, and Janis Dutton. Schools

That Learn: A Fifth Discipline Fieldbook for Educators, Parents, and Everyone Who Cares
about Education. New York, NY: Crown, 2012.

Waters Foundation. Habits of a Systems Thinker. http://watersfoundation.org/systems-
thinking/habits-of-a-systems-thinker/
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ON COMMUNITY BUILDING
Fleishman, Paul. Seedfolks. New York, NY: HarperCollins, 1997.
Pollack, Stanley, and Mary Fusoni. Moving Beyond Icebreakers. Boston, MA: Center for Teen

Empowerment, 2005.

ON MEETINGS AND FACILITATION
Boudett, Kathryn Parker, and Elizabeth City. Meeting Wise: Making the Most of Collaborative

Time for Educators, Boston, MA: Harvard Education Press, 2014.
Delehant, Ann. Making Meetings Work. Thousand Oaks, CA: Corwin, 2007.
Lemov,Doug, EricaWoolway, andKatie Yezzi.Practice Perfect. San Francisco, CA: Jossey-Bass,

2012.
Lipton, Laura, and Bruce Wellman. Got Data? Now What?: Creating and Leading Cultures of

Inquiry. Bloomington, IN: Solution Tree Press, 2012.
Tate, Marcia. “Sit and Get” Won’t Grow Dendrites: 20 Professional Learning Strategies That

Engage the Adult Brain. Thousand Oaks, CA: Corwin, 2012.
Wellman, Bruce, and Laura Lipton. Data-Driven Dialogue. Sherman, VT: MiraVia, 2004.
Weinschenk, Susan. 100 Things Every Presenter Needs to Know about People. Berkeley, CA:

New Riders, 2012.

ON COMMUNICATION
Abrams, Jennifer. Having Hard Conversations. Thousand Oaks, CA: Corwin, 2009.
Kegan, Robert, and Lisa Lahey. How the Way We Talk Can Change the Way We Work: Seven

Languages for Transformation. San Francisco, CA: Jossey-Bass, 2001.
Patterson, K., Joseph Grenny, Ron McMillan, and Al Switzler. Crucial Conversations.

San Francisco, CA: McGraw Hill, 2002.
Showkeir, Jamie, and Maren Showkeir. Authentic Conversations. San Francisco, CA:

Berret-Koehler Publishers, 2008.

RACE, RACISM, AND SYSTEMIC OPPRESSION
Alexander, Michelle. The New Jim Crow: Mass Incarceration in the Age of Colorbindness.

New York, NY: New Press, 2012.
Boykin, A.Wade, and PedroNoguera.Creating theOpportunity to Learn:Moving fromResearch

to Practice to Close the Achievement Gap. Alexandria, VA: ASCD, 2011.
Coates, Ta-Nehesi. “The Case for Reparations.” Atlantic, June 2014.
Coates, Ta-Nehesi. Between the World and Me. New York, NY: Spiegel & Grau, 2015
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Delpit, Lisa. Other People’s Children: Cultural Conflict in the Classroom. New York, NY:
New Press, 1995.

Delpit, Lisa. The Skin That We Speak: Thoughts on Language and Culture in the Classroom. New
York, NY: New Press, 2002.

The National Equity Project offers powerful and engaging workshops: www
.nationalequityproject.org

Rios, Victor. Punished: Policing the Lives of Black and Latino Boys. New York, NY: New York
University Press, 2011.

Steele, Claude. Whistling Vivaldi and Other Clues to How Stereotypes Affect Us. New York, NY:
Norton, 2010.

Tatum, Beverly D. “Why Are All the Black Kids Sitting Together in the Cafeteria?” and Other
Conversations about Race. New York, NY: Basic Books.

Wise, Tim. White Like Me: Reflections on Race from a Privileged Son. Berkeley, CA: Soft Skull
Press, 2008.

FOR INSPIRATION
Loeb, Paul Rogat. The Impossible Will Take a Little While. New York, NY: Basic Books, 2004.
Palmer, Parker. The Courage to Teach. San Francisco, CA: Jossey-Bass, 1998.
Wheatley, Margaret. Turning to One Another: Simple Conversations to Restore Hope to the

Future. San Francisco, CA: Berrett-Koehler, 2009.
Wheatley, Margaret. Perseverance. San Francisco, CA: Berrett-Koehler, 2010.
Wheatley, Margaret. So Far from Home. San Francisco, CA: Berrett-Koehler, 2012.
Wheatley, Margaret, and Deborah Frieze. Walk Out, Walk On: A Learning Journey into Com-

munities Daring to Live the Future Now. San Francisco, CA: Berrett-Koehler, 2011.
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Plan for Team Building

FOR LEADING A NEW TEAM
1. How do you feel about working with the team? How much choice did you have

over who is in the team? What is your history (if any) with them?

2. What do you anticipate will be challenging about working with this team? What
strengths or assets do you suspect team members have?

3. What is your understanding of the team’s purpose? What direction have you been
given on why it exists and what it’s supposed to do?

4. What do you think this team needs to do? What has informed your opinion?

5. What might you need to learn to help determine the team’s purpose? Who might
you talk to? What data might you need to gather?

6. What do you feel accountable to in your leadership of this team?

7. How might the work this team engages in have a positive impact on children?

8. How can you ensure that your team will have the time it needs to develop norms
and make agreements about the team’s purpose?

9. How will you introduce yourself to the team? What will you say, exactly, to com-
municate what your role with the team is and your vision of how the team will
work together? Write this out.
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10. What kinds of trust building steps will you take, and when will you take them?

11. How will your approach to trust building be informed by current organizational
conditions for effective teams?

12. What kinds of power dynamics do you thinkwill be present in this team that you’ll
need to be aware of? How might your role and position impact power dynamics?

13. What kinds of decisions do you anticipate this team will need to make?

14. How andwhenwill you discuss healthy communicationwith your team?Howwill
you introduce that discussion?

15. How can you cultivate the group’s emotional intelligence from the very first meet-
ing? Which strategies can you employ right away? Which will you use on a regular
basis?

16. When you prepare for meetings, what do you think might be most important for
you to keep in mind, given your previous leadership experiences and what this
team needs to do?

17. How can you ensure that the work this team does is aligned to work that other
teams in the school are engaging in? How can you share your team’s work?

18. Who else in your school or organization could be a thinking partner for you as
this team develops? Who could troubleshoot with you or provide a listening ear if
things get challenging?

19. What are your greatest and wildest dreams for this team? What do you really hope
will happen?

20. Who do you want to be for this team? What do you want team members to say
about you and your leadership 5 years after you finish working together?

Now, list out the action steps you’ll take to develop your team and plot them on a
weekly timeline.

WHEN CONTINUING TO LEAD A TEAM
AND IDENTIFYING NEXT STEPS

1. How do you feel about working with the team? How much choice did you have
over who is in the team? What was your history (if any) with them?

2. What has been challenging about working with this team?
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3. What strengths or assets do team members have?

4. What is the team’s purpose? What do you think this team needs to do? What has
informed your opinion?

5. What data have you used to understand or communicate the team’s purpose?

6. How bought into the purpose are team members? How much say (if any) did they
have in why the team exists or what it is supposed to do?

7. What are the team’s norms or community agreements? How are these upheld? Are
they effective at helping the group engage in meaningful work together?

8. What do you feel accountable to in your leadership of this team?

9. How does the work this team engages in have a positive impact on children? What
evidence do you have that this team’s work has a meaningful impact on children?

10. Does your team have the time it needs? What do you think your team needs more
time to do? How could you create the time for that to happen?

11. What stage of development would you say the team is at? What might you do that
could push the team into the next stage of development?

12. How much do you trust the members of your team?

13. Which specific trust building steps could you take with the team?

14. How is your approach to trust building informed by current organizational con-
ditions for effective teams?

15. What kinds of power dynamics do you think are present in this team? How does
your role and position impact power dynamics?

16. What kinds of decisions has this team made? What processes have you used for
decision making? If decision making has been contentious, what needs to happen
to improve the process?

17. What are communication patterns like in the group?Do you think it would benefit
the team to explore healthy communication?

18. How would you assess group’s levels of emotional intelligence? What could you to
increase it?

19. What is your process for preparing formeetings?How could you refine yourmeet-
ing planning processes?

20. How often do you ask your team for feedback? How do they give you feedback?
What do you do with the feedback?
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21. How is the work this team does is aligned to what other teams in the school are
doing? How do you share your team’s work?

22. How can you build leadership capacity in other members of the team?

23. Who supports you as a leader? Where can you go when you face leadership and
team development challenges? How could you advocate for your own support as
a leader?

24. What are your greatest and wildest dreams for this team? What do you really hope
will happen?

25. Who do you want to be for this team? What do you want team members to say
about you and your leadership 5 years after you finish working together?

Now, list out the action steps you’ll take to develop your team and plot them on a
weekly timeline.
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