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“Some of the most important forms of professional learning and problem solving occur in group settings within schools and school districts.  Organized groups provide the social interaction that often deepens learning and the interpersonal support and synergy necessary for creatively solving the complex problems of teaching and learning.”

- from Standards for Staff Development, 2001
1.  What is the difference between teams and teamwork?
· A workable definition of a team is “two or more people who work collaboratively to make something happen.”
· A workable definition of teamwork is “the act of two or more people working collaboratively to make something happen.”

· Teams are the structure, ways to organize; Everyone is part of one or more teams by way of organized formation

· Teamwork is the process, the spirit of cooperation fueled with the desire to excel.  Teamwork is the way a person thinks and works; it’s both an individual process (what the individual does and brings to the team) and an organizational process (how the team supports the organization and its goals).  Everyone is involved in teamwork only if the team is accomplishing something significant for the organization

· The purpose of a team is to accomplish one or more necessary tasks or responsibilities that cannot be accomplished by individuals alone
· The focus of a team is to get work done that supports the goals of the organization

· Teamwork is not the end, but the means to an end.  If the process doesn’t work, the work won’t get done.   - How to Lead Work Teams, F. Rees, 2001

· A Team is a small number of people with complimentary skills who are committed to a common purpose, set of performance goals, and approach for which they hold themselves mutually accountable   
· Teams get results!   - Katzenbach and Smith
2.  What are some important aspects of teamwork?
· Teamwork is an Investment
· Provide ideas for all
· Provide a sanity check for decisions

· Filter logic through a variety of perspectives

· Slow down an overly quick decision process

· Provide valuable information

· Ensure commitment, which will facilitate implementing the decision

· Provide support for the vision and goals

· Come up with a quality decision together
· Help review and digest contradictions in a decision

· There are enemies of Teamwork
· Time

· Lack of vision or goals

· Conflicting priorities

· Limited or limiting structures

· Lack of commitment

· Personal agendas

· Habits of Isolation

· There are benefits of Effective Teamwork

· Remarkable gains in achievement

· Higher-quality solutions to problems

· Increased confidence among all school community members

· Teachers’ ability to support one another’s strengths and to accommodate weakness 

· More systematic assistance to beginning teachers

· An expanded pool of ideas, materials and methods

· In public education, the overarching goal for all grade level and site teams and team meetings is high levels of student achievement for all students, in every classroom, every year
· The quality and effectiveness of the team is determined by the increase in student learning

· If students are not improving academically, in significant ways over time, then the team is not meeting its purpose
· Congenial relationships and convivial encounters may be helpful to building the team, but are not the targeted end result or purpose of the team
    3.  What are the purposes of grade level meetings?
· Grade level meetings are provided for meaningful collaboration for the purpose of improving teaching and learning
· Some of the distinctive purposes of grade level meetings are:
· Curriculum Study
· Theme/Unit Preparation

· Curricular/Instructional Elements Study

· Professional Dialogue

· Data Analysis

· Set goals for student progress

· Monitor teaching effectiveness

· Develop Action Plans

· Staff Training

4.  What might be some grade level meeting topics?
· Curriculum

· Lesson study/cognitive planning

· Determine effectiveness and make agreements on instructional practice (e.g. U.A./Workshop Time, HMR/OCR components, fluency building, use of the writing process, etc.)

· Dialogue on the use of program tools and resources (e.g. use of S/S Cards, Focus Wall, Concept/Question Board, Graphic Organizers, word charts, etc.)

· Analyze an upcoming theme/unit (or Theme at a Glance/Unit Overview) related to standards and objectives

· Draw connections between a week’s lessons

· Strategize possible solutions to instructional delivery issues (e.g. engagement, feedback)

· Study reading research related to curriculum content
· Data

· Set student achievement trajectory based on first theme/unit skill assessment(s)
· Check grade level results on subsequent testing rounds, comparing levels of progress

· Analyze student protocols to determine specific diagnostic support for students or to determine greater instructional focus

· Study predetermined student sub groups

· Determine how results of vertical analysis might be addressed in next theme/unit
· Decide how results of horizontal analysis might be addressed through Universal Access/Workshop Time
5.  How are effective team meetings established?
· Base the work of the meeting on topics that will help meet site and district goals and objectives for improving implementation, enhancing teacher practice and increasing  student achievement
· Be sure there is a specific beginning and ending time
· Focus the group on concision, given time factors, with minimal divergence from the meeting purpose
· Use a regular agenda with a simple, predictable format
· Always identify an expected outcome such as a plan, an agreement, or a set of activities to be implemented and monitored
· Keep a record of and follow up on plans

· Identify a meeting leader (facilitator), recorder, and timekeeper at the start of the meeting or before the meeting
· Post group-developed norms for meeting behaviors

· Have a follow-up process to report successes and needs for assistance

· Schedule meetings routinely

· Share the minutes of the meeting with the coach and the principal

· Celebrate successes together!
6.  How are effective meetings planned for each time?

· Before the meeting
· Designate the meeting roles (facilitator, timekeeper, recorder)
· Create objective/agenda and distribute them in advance
· Gather recording tools (flip chart, markers, post-its, highlighters, computer, etc.)
· Gather discussion tools (data, T.E., action plans, etc.)
· During the meeting
· Establish the purpose of the meeting/objective
· Identify challenges or barriers
· Propose viable strategies or solutions
· Agree on simple action steps for all to follow, including “by who”, “by when”, and “how to check progress”
· After the meeting
· Confirm group decisions and type out group notes
· Distribute group notes to the team, the coach, and the principal
· Expect implementation of action steps by everyone
· Plan to address implementation of action steps/results at the next team meeting
7.  Why are objectives and agendas so important?

· A meeting must have a clear objective, and that objective must be worth the time required not only for meeting but also for following up.  Two of the most common errors… (1) holding meetings without clear, published objectives and (2) failing to follow up on the work done at those meetings.  Meetings are a waste of time if nothing valuable is accomplished or if the valuable work that is done goes nowhere.”     - Fran Rees
· “Objectives give teams and groups something to strive for during the meeting; Objectives focus the group, drive the outcome, and serve as a measure of performance and productivity; Clear objectives are probably the most important elements of a productive meeting; Write results-oriented meeting objectives and post them for all to see”    - Fran Rees

· Meetings need both objectives and agendas

· Objectives:

· Provide a focus

· Define desired outcomes

· Call for active participation

· Agendas:

· Provide a flow of tasks or activities designed to meet the outcome

· Make the meeting focus tangible

· Provide a time schedule
· Some possible topics/simplified objectives for grade level teams:

· We will determine the best ways to model/think-aloud the summarization strategy

· We will rehearse the 3 blending routines and determine when each should be used with students

· We will compare fluency scores to English Learner proficiency levels to determine a correlation of scores then act on our findings

· We will identify explicit and incidental ways we might increase student reading fluency through each Reading/Language Arts lesson
· We will plan for intensive small group instruction for our students who struggle with spelling
· We will study the upcoming theme/unit for opportunities to support oral language development through academic language, sentence frames, and student talk time
· We will highlight and practice developing a clear, concise orientation to the lesson

· We will highlight the purpose and process of individual and group writing conferences to be offered during U.A./Workshop Time

· We will share the results (in terms of student learning) of the vocabulary strategy we all implemented

· We will strategize ways to improve internal pacing of lessons and increase student engagement

· We will read and discuss an article on the best ways to support English Learners during reading instruction 
· We will plan out distributed practice time for key content throughout a week of instruction

· We will spend time marking lessons of the T.E. where and how we will intentionally reference Sound/Spelling Cards and other resources around the room
· We will discuss the importance of checking for understanding

· We will share the best ways to select Must Do’s and manage/plan for small groups during UA/Workshop

· We will watch a video on teaching compare and contrast and apply the learning to our upcoming lesson
· Objectives may be more specific by including the action (a verb to highlight what will be done), outcome (an anticipated result of the meeting) and qualifiers (the degree to which the outcome will be completed)

· A sample objective might be written:
· We will study Theme/Unit 3 Key/Selection Vocabulary lessons to review the instructional routine, materials to be used, and clarify students’ role during the lesson.  We will examine the T.E. and identify places we will reinforce and practice the new vocabulary through reading, writing, and speaking activities in order to increase the number of exposures to new vocabulary through the theme/unit

· All stated meeting objectives should be actionable DURING the meeting and AFTER the meeting, and should be closely monitored for full implementation

· If objectives are designed to be the result of the meeting, then agendas are the designed process to meet the objective

· Agendas may include the following:

· Heading

· Type of Meeting

· Date

· Grade Level

· Location

· Designated Roles

· Objective

· Specific purpose of the meeting

· Directly related to site goals/program priorities

· Actionable by way of process and next steps
· Interactions

· With adopted program materials

· With each other/professional dialogue

· With research resources

· With demonstration resources

· With student formative and/or summative data

· With teacher observation notes

· With a content expert

· With training materials

· With district policy/practices
· Actions

· What the teachers will do/next steps

· What the team will apply coherently
· How the coach will support the effort

· How the principal will support and monitor the effort

· Ways to determine effectiveness, by way of student academic results (both quantitative and qualitative)

· Plans to reflect upon and self-evaluate the action

8. How is the meeting objective and agenda determined?
· Meeting objectives should be part of a step-by-step approach to meeting site goals and objectives as indicated in the Grade Level Action Plan or Site Action Plan
· The principal may direct grade-level teams to address certain academic or student issues based upon monitoring/classroom observations

· The coach is a valuable resource for determining objectives and helping support the development of the related agenda

· Resources materials should be gathered and prepared for the meeting with the help of the coach
· Group study and discussion should be the primary method of increasing collaboration and making decisions together

· Content standards, program expectations, research (SBRR), district/site goals, student data, teaching pedagogy, and the organization’s identified instructional strategies are the parameters for in-depth study, discussion, and decision-making

9. What are the identifiable roles during the team meeting?

· The four major roles of a team meeting are the Group Members, Facilitator, Recorder, and Timekeeper
· The responsibilities of each Group Member include:

· Follow the lead of the facilitator 

· Come to meetings prepared with materials and a mind-set to accomplish the objective
· Seek to participate fully in discussion and decisions

· Abide by all established group norms

· Desire to learn new things as well as share their expertise
· Identify meeting objectives based on set parameters
· The responsibilities of the Facilitator include:

· Organize and structure the group’s conversations and actions
· Create a simple agenda the team will follow 

· Pose questions to initiate and sustain professional dialogue

· Seek input from all group members and builds a sense of teamwork and consensus
· Keep group on task toward purposes and goals

· Protect individual’s ideas from personal attack
· The responsibilities of the Recorder include:
· Responsible for recording group attendance, process, decisions, and agreed actions
· Keep careful notes to revisit for reference, follow-up, clarification and accountability (the group historian)
· Keep notes that can be seen throughout the meeting and everyone receives a copy of immediately following the meeting
· List only what the facilitator says and as directed by the facilitator
· Submit notes to site leadership
· The responsibilities of the Timekeeper include:

· Keep track of time, including time limits on each agenda item

· Provide warnings and/or signals as time for agenda items draws to close

· Gain approval from the facilitator and the rest of the group to add additional time, as needed

· Work closely with the facilitator and recorder, as needed
· Teachers may rotate these roles every month or quarter, so that the workload is shared
10.  What are Team Norms and why are they important?

· Norms are established behavioral expectations developed and agreed to by every adult working on a team; every team member abides by them at every meeting
· Norms are published standard operational procedures which have the potential to address problems or issues the team might encounter before they have the opportunity to surface

· Every on-going group or team has norms, or patterns of behavior) whether they are formally stated or implied (i.e., the behaviors of the adults may be created based on implied precedence or by stated agreement); For example, if the culture of the site allows for grading papers or doing other work during a staff meeting and no one has challenged that behavior, then it has become an embedded and accepted normal procedure (even though it is implied).  If the working team has agreed to share ideas, materials and ideas willingly, then that is stated Norm and should be abided by at all times by all team members
· Stated Norms must be created and self-enforced if the work is to get done as desired and meetings are to satisfy all members
· If anyone breaks the Team Norms they should be immediately and gently reminded by the facilitator to abide by the groups agreement; Group members are encouraged not to be offended if they are reminded to follow the established Norms
· Norms may also be called Group Agreements or Commitments
· Some possible Team Norms include:
· Listen to understand, not just respond
· Participate fully and honestly

· Share “air time”

· Limit side conversations of group “splintering”

· Set aside judging others

· Share as much as you listen

· Be trustworthy

· Be on time and stay the whole time

· Be a positive problem-solver

· Seek to learn and take action

· Willingly share strategies and tools
· Stay on topic to meet the objective

· Stick to the agenda – no divergence

· Focus on what CAN be done
11. How are Team Norms established?

· At the beginning of the school year, the first meeting together as a staff and as a grade level team (and any other team/group that meets on a regular basis), Norms should be developed and agreed to by ALL
· A review of the rationale for Norms is shared and teachers are asked to reflect on behaviors they consider to be ideal for productive group interaction and active work

· Through the process of group dialogue and interaction, the members of the team share Norms they propose for the group (this can be done anonymously with all proposed norms written on individual index cards or post-it notes, discussed/clarified, then given priority by the group through sticky dots placed on the group’s priority Norms)

· Through ample discussion and clarification, the group identifies those Norms that truly compliment the will of the group and positively impact meeting results

· Norms should have some relation to the culture of the group.  For instance, if the habit of those in a grade level is to break the whole group into small    Honestly recognizing the behavioral needs of the group is the best way to develop relevant Team Norms 

· Only about 4-6 Norms should be selected for the group to follow.  Too many Norms becomes overwhelming to regulate or emphasize and too few Norms may be unrealistic to the typical human dynamic
· Norms should be published and prominently displayed (poster size) at every team meeting, without fail.  The Norms should be quickly reviewed at the start of each meeting.  If the Team has had trouble abiding by a certain Norm, then that is the one that should be given group attention

· Norms are fluid depending on the needs and will of the group.  As certain Norms become embedded in the group culture, it may be helpful for the group to agree to drop the Norm from the list.  Adding a Norm, as needed and as decided by consensus, to address unwanted behaviors that creep into the group, may be equally important. 
· Norms are only useful if they reflect the needs of each unique team and if they are followed and enforced by the group.
12. How does the facilitator lead team discussion?

· Acknowledge everyone who speaks during the discussion.  Even if several people talk at once, separate out the comments, recognize each thought/idea, and be sure the group is aware of the opinions of others. 
· At all costs, avoid “splintering conversations”; keep everyone on the same single conversation (unless partner/small group discussion is an intentional plan for the meeting)

· Respond with non-verbals such as head nodding, hand gestures, facial expression, body posture, etc.

· The facilitator is the keeper of the Norms, must abide by them without fail, and must hold the entire group accountable to them

· Clarify what is being said and felt

· Take team ideas back to the group for discussion and action, without always being the answer person (step in as necessary; offer personal response a the facilitator has to live with group decisions as well)
· Support conversation that feels more like a game of hockey rather than a game of tennis (i.e., move dialogue forward so all group members interact between and among each other in versatile fashion, rather than a back and forth conversation with the facilitator or one other member of the group

· Share “data statements”, such as research, best practices, district/site policy, leadership expectations, etc. so that discussion does not diverge into areas that are not profitable or generally acceptable
· Summarize what is being said, offering statements that bring closure to the discussion
· Work to move the group to clear consensus

  13.  How does the group move to a level of consensus?
· Consensus is defined below:

· All points of view have been heard and the will of the group is evident, even to those who oppose it

· Unanimity is NOT consensus

· All ideas are given a fair hearing before a decision is made by the group
· Follow some general principles for gaining consensus:
· Foster consensus throughout the process, not just at the end (i.e., continually move the group toward agreement)
· Bring as many ideas, options and conflict to the surface as possible; don’t be afraid to address issues “head-on”
· “Tease out” differing thoughts by asking clarifying and probing questions
· Allow all group members to advocate for their position out of true concern for allowing everyone to be heard, not out of acrimony
· Determine which issues are optional and which are not optional.  Some issues require coherent agreement and action, while others are a matter of style or preference and do not need to be brought to consensus (e.g., providing Highly Structured Practice through a Practice Book/Workbook Page OR on a white board is not as important as deciding upon which aspects of the content should be addressed during HSP or how to conduct the HSP phase
· Intervene, as necessary, to provide “data statements” (as previously described) so that the group is not making consensus decisions on items they have little or no control over
· After full discussion has been provided (enough so that the will of the group starts to become evident), then use the “Fist to Five” Strategy to gain the “sense of the group”:

· Each team member reflects on the discussion that has ensued and on the individual points of view presented
· The opinions expressed with a “fist” communicate the strongest disagreement, while “five” fingers communicate the strongest agreement 

· On the count of three, every person puts their hand in the air and keeps it there for all to see
· If the majority of hands up range from 3-5 fingers, the decision should go forward; If there are a few below 3, another opportunity should be given for those team members to state their opinion

· The group should be asked if they have a different interpretation of the results from what the facilitator has identified.  Again, the will of the group should be evident 

· Reflect and/or debrief on the 4 Questions for gaining the consent of the group:

· Did we share knowledge regarding best practice?
· Did we honestly assess our current reality?

· Did we ensure all points of view were heard?

· Was the will of the group evident even to those who opposed it?

· If the answers to these questions are “yes”, then the group should proceed!  - DuFour, DuFour, Eaker
14.  What are the basic communication skills for dialogue?

· All team members, regardless of role, should work to communicate as freely and clearly as possible using basic communication skills:

· Listen to each other objectively and intuitively by focusing on the speaker, trying to understand the speaker’s thoughts, and listening for the whole message, both verbal and nonverbal

· Validate other’s opinions even if they are not shared or agreed upon by everyone

· Paraphrase others’ statements as necessary to acknowledge or clarify, to summarize or organize ideas, and/or to build a conceptual focus out of what has been stated

· Intrude gently and redirect a question if unclear or elongated statements are made

· Ask questions that initiate conversation, clarifying the intent of the speaker(s), and/or follow-up/probe for more information or greater insight; this helps move the dialogue deeper and supports reaching meeting objectives
15.  How might a typical team meeting be conducted?
· OPENING (provided by the facilitator; timekeeper keeping time)
  1.  Set a welcoming, inviting tone

  2.  State the intended purpose or outcome of the meeting:



- Dialogue about a topic or issue



- Accomplish a specific task



- Make a decision related to teaching and learning


- Analyze student data



- Lesson planning/lesson study


- Professional rehearsal


- Evaluate/Review lessons

   3.  Briefly identify/define meeting roles
   4.  Review team Norms

   5.  Sustain a low threat/high challenge climate
· INTERACTION (engaged in by entire team)
   6.  Listen, Validate, Paraphrase, Intrude/Redirect, Ask Questions

   7.  Maintain a focus on achieving the intended purpose/objective 

   8.  Ask follow-up questions to deepen the conversation
   9.  Take notes for the group (recorder)
· CLOSING (provided by the facilitator)
   10. Provide closure:

 

- a synthesis of the decisions/timeline, etc.



- acknowledgement of participation/progress



- preview of next meeting/next steps
16.  What are the measures of success for grade level teams?

· Grade level teaming is coherent to the program

· Established norms are followed

· Collaboration is focused to improve instruction

· Meetings are regular and frequent
· Meetings are attended by all

· Coordinated preparation/pacing of instruction is evident
· Assessment data is shared and analyzed

· Data analysis is used to plan/improve instruction

· Team meetings result in ambitious, yet reasonable, goal setting

· Information is shared with site leadership

 17.  What is the spirit of collegiality and collaboration?

· The team shares the site vision, goals, objectives and beliefs together and maximize their collective potential to meet the demands of the student population 

· The team works in concert with each other toward common goals that directly influence student learning, in spite of personality differences or other challenges to collaboration
· Team members find time and give their full effort toward meeting the demands of teaching and learning

· The team takes ownership of student data, without formulating excuses, blame, or other distracters, and works tirelessly to see marked improvements in formative data at each testing period (as well as on summative assessments)
· The students belong to everyone and each student is pursued relentlessly toward meeting or exceeding grade level expectations

· The team recognizes personal and professional barriers to teaching and learning and spend time problem solving and acting on their identified recommendations for change

· The team members are willing to try new strategies and other instructional procedures they have not tried before and report honestly on their effectiveness
· There is an unstated culture formed within the group that seeks to work more collaboratively with each other, is action-oriented when it comes to continuous improvement, desires to learn from each other and about their students, and celebrates positive results together, thus fulfilling the purpose for the team’s existence
“No one of us can be effective as all of us.”   --Unknown

“Build with your team a feeling of oneness, of dependence on one another, and of strength derived from unity in the pursuit of your objective.”  --Vince Lombardi

“Coming together is a beginning; keeping together is progress; and working together is success.”  -- Henry Ford
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