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The Seven Norms of Collaborative Work 

Pausing 
Pausing before responding or asking a question allows time for thinking and 
enhances dialogue, discussion and decision-making. 

Paraphrasing 
Using a paraphrase starter that is comfortable for you.  “So . . . ” or “You’re feeling 
. . . ” or “You’re thinking . . . ” and following the starter with a paraphrase assists 
members of the group to hear and understand one another. 

Posing questions 
Two intentions of posing questions are to explore and specify thinking. Questions 
may be posed to explore perceptions, assumptions and interpretations and invite 
others to inquire into their own thinking.  

Putting ideas on the table 
Ideas are the heart of a meaningful dialogue. Label the intention of your 
comments. For example, you might say, “Here is one idea...” or “One thought I 
have is...” or “Here is a possible approach . . . ” 

Providing data 
Providing data in a variety of forms supports group members in constructing 
shared understanding from their work. Data have no meaning beyond that which 
we make of them; shared meaning develops from collaboratively exploring, 
analyzing and interpreting data. 

Paying attention to self and others 
Meaningful dialogue is facilitated when each group member is conscious of self 
and of others, and is aware of not only what he or she is saying, but also how it is 
said and how others are responding.  

Presuming positive intentions 
Assuming that others’ intentions are positive promotes and facilitates meaningful 
dialogue and eliminates unintentional putdowns. Using positive intentions in your 
speech is one manifestation of this norm. 
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Template for Establishing Working Agreements 

Circle the number on top of the box indicating where you are personally and the 
number at the bottom indicating where we are as a team. 

 1   2  3  4  5 

Example:  Be present means speaker has our full attention.  (Cell phones and 
computers are turned off, grading papers is reserved for another time, side bar 
conversations are inappropriate.) 

1   2  3  4   5 

1   2  3  4  5 

1   2  3  4   5 

1   2  3  4  5 

1   2  3  4   5 

1   2  3  4  5 

1   2  3  4   5 

2



Working Agreement Term Bank 

“Golden Rule” – Do unto others 
as you would have them do unto 
you 

Rotate facilitators / known 
facilitators Ask questions 

No side conversations Focus on critical tasks Engage in discussions 

Begin and end on time Establish time frame for 
discussions Ask for and offer feedback 

Active participation by all Don't judge ideas during 
brainstorm 

Encourage others to ask questions 
and share ideas 

Leave the past in the past End on time Offer different, perhaps unpopular 
perspectives 

Silence cell phones/pagers No interruptions; don't dominate Listen actively 

Deal with issues, not personalities Teams for discussion breakout Seek to understand 

“Time out” when needed OK to walk around during meeting Disagree respectfully 

Be committed to the process Time keeper Provide options 

Be open and honest Raise your hand to discuss Be open to changing your position 
“What you see here, what you say 
here, when you leave here, let it 
stay here.” 

Everyone has a fair chance to 
speak their mind (expand 
discussion time) 

Promote creative ideas and 
approaches 

No side meetings Time for discussion is up to 
facilitator 

Avoid aggressive language, 
posture, and tone 

Have fun and relax Agreement on voting item Practice candor 

Be on time Include discussion in minute’s 
comments Develop and express trust 

Established break times Stay focused and on time Refer to meeting norms 

Be courteous No rehashing Ask for information 

State all concerns at meeting Table/parking lot for future 
discussion Express concerns 

Listen 
Please turn off all cell phones and 
pagers for the duration of the 
meeting 

Balance inquiry and advocacy 

Agenda beforehand w/relevant 
information Focus on strategic issues Honor confidentiality 

Review meeting action items, 
include dates and times Share ideas 
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Options for Interacting and Talking 

Coaching (P-P-P pattern) 

3-Point Conversation (by Michael Grinder) 

Collaborating 

Consulting (Use Sparingly in Collaborative Groups) 

Pausing (to enhance Thinking and Thoughtfulness) 
Paraphrasing  

• Clarifying and acknowledging
• Summarizing and organizing
• When appropriate, get “sign-off”

Posing Questions 
 

• Not as personal
• Less emotional
• The “data” is the topic of conversation, not the person

• Co-planning or Co-teaching
• Mutual sharing of ideas, approaches or solutions
• Focus on inquiring into the ides of others
• Creating and Maintaining equal status

•

• Ask permission (transition into consulting)
• Discuss resources
• Provide options (brainstorming)
• Build capacity
• Guidance and teaching
• Assistance and support

Consulting is used when a person lacks resourcefulness or experience 
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 Learning Configurations 

You will be asked to participate in different learning configurations.  We will 
have opportunities to learn from others, obtain feedback, and provide 
feedback. 

1. The Solo - Opportunities to read, write, and reflect.

2. An Elbow Partner - For a quick check-in with someone near you to
compare thoughts, analyze a problem or situation.

3. A New-to-You Partner -A chance to meet someone you might not know for
a quick check-in.

4. The Home Group - For comparing notes, creating draft documents, and
using protocol with Collaborative Team members or a table group.

5. The Whole Group - The entire room working together.

How might we use this as a Collaborative Team? 
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Got Trust? 
Ron Heifetz, in Leadership Without Easy Answers (1994) notes: “Trust has two 
components: predictable values and predictable skills” (p. 107) 

Practicable Values-model and support respect, listening, and integrity 
Predictable Skills-role competence 

What are my predictable values and predictable skills? 

How do I model these values and skills? 
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GROUP MEMBER CAPABILITIES (p. 35) 

A) Know one's intentions and choose congruent behaviors

B) Set aside unproductive patterns of listening, responding and

inquiring 

C) Know when to self-assert and when to integrate

D) Know and support the group’s purposes, processes, topics, and

development 

 SUCCESSFUL MEETING STANDARDS (p. 71) 

1. Address only one process at a time

2. Use only one topic at a time

3. Achieve interactive and balanced participation

4. Respect cognitive conflict by eliciting disagreements and respecting
other viewpoints

5. Have all understand and agree to meeting roles and responsibilities

(Source:  Garmston and Wellman. 2013. Adaptive Schools Foundation Seminar: Learning Guide) 
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A THREE-LEGGED STOOL:   
RELATIONSHIP, PROCESS, AND TASK 

Attention to Relationship 
Teams balance task and process dimensions with equal attention to developing the team as a 
whole.  It is essential to establish and maintain productive professional relationships.  

Congruence with shared norms and values:  Productive teams ensure psychological 
safety for all group members by behaving congruently with agreed-upon norms.  

Balanced participation:  Teams become more cohesive when members encourage and 
elicit contributions from others and when team members seek and honor diverse 
perspectives. 

Attention to Process 
Shared tools and structures:  An expert team applies tools and structures for focusing its 
tasks and follows agreed-upon protocols.  Effective processes preserve healthy 
relationships, as well as ensure that team tasks will be accomplished.   

Verbal and nonverbal skillfulness 
Teams seek shared understanding of ideas, opinions, and perspectives, and give their full 
attention to all team members through an appropriate level of eye contact, listening non-
judgmentally, and listening without interrupting. 

Attention to Task 
Results:  Achieving results calls for clarifying success criteria for the team’s products, 
performances, and decisions.  The criteria should be identified at the beginning of the team 
meetings. 

Actions: The decisions that a team makes lead to a series of potential actions.  These actions 
typically come in one or more of three forms:  implementation of some new program or 
practice, transfer of knowledge and skills to a new arena, or desisting from continuing 
some practice or habits. 

Adapted from Wellman, B. and Lipton, L. (2004). Data-Driven Dialogue A Facilitator's Guide to 
Collaborative Inquiry 
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TEAM MEETING FORMAT 

Four Team Roles 

Facilitator  (Insert name) 

Information Organizer and Processor   (Insert name) 

Recorder, Disseminates Information   (Insert name) 

Process Observer/Timer   (Insert name) 

Suggestions: 

• Maintain a “Facilitator” for an extended period until your team is functioning well.
• Place “Hot Topics” at the end of an agenda.
• Adapt the format below to make it work for your team.
• Before beginning, spend a few minutes, if needed, venting or debriefing so the team time

will be focused and discussion purposeful.

Team Name 

Actively facilitates meeting with the agreed upon agenda, protocols and 
task completion topics.  Alerts group to whether the team is having a 
dialogue or a discussion-reminds team of Working Agreements, Norms 
and Protocols. 

Organizes the agenda and the materials and documents for the meeting 

Collects products and takes summary notes for distribution 

The process observer looks for and documents the Smart team skills, 
behaviors and processes-reports out at the team the ratios or specific 
instances a skill was used-(examples paraphrases, inquiries into the 
thinking of others).  If turn taking is timed-remind speakers.   Briefly 
leads the team in REFLECTION with DATA. 
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 Optional Step (Tossing the unhelpful furniture overboard.) Spend a few minutes, 
if needed, venting or debriefing, so the team time will be focused and discussion purposeful.  

Step One:  Establish the agenda by prioritizing topics, and assign times if appropriate - Hot 
Topics at the end! 

Step Two:  Select the desired meeting outcome (identify success criteria) and then select a 
protocol. 
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Step Three:  Facilitator and process observer actively run the meeting. 

Step Four:   The recorder takes summary notes. 
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Step Five:  The team reviews meeting outcomes, decisions, or products and determines the 
tasks that need to be completed as an outcome of the meeting.  Teams that reflect have the 
opportunity to learn and improve.  Briefly discuss the effectiveness of the norms, protocols, and 
task agenda before concluding the meeting.   

12



Meeting Agenda 
[Date] 
[Time]

[Location] 

Meeting 
called by: Type of meeting: 

Facilitator: 

Timekeeper: 

Notetaker: 

Attendees: 

Please read: 

Please bring: 

Agenda Items 

Topic  (Dialogue or discussion?) Presenter Time 
allotted 
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TEAM REFLECTION OR SOLICITED FEEDBACK FROM ANOTHER TEAM 

Low level 
of 

awareness 
or 

willingness 

Emerging 
with some 
frequency 

of 
awareness 

or 
willingness 

Frequently 
with 

awareness 
and 

willingness 

High level 
of 

awareness 
and 

willingness 

Attention to Relationship 
1. The team develops Professional Norms and Responsibilities

that insure the psychological safety of all team members.

2. Team members behave congruently with the agreed upon
Professional Norms and Responsibilities.

3. Team members balance participation, encourage, and elicit
contributions by all team members (The use of “I pass” is
valued).

4. Team members seek and honor diverse perspectives.

5. Team members anticipate, accept, and resolve productive
conflict.

Attention to Process 

6. The team follows agreed upon discussion protocols (examples:
problem solving, planning, consulting, and collaborating).

7. The team refocuses if it deviates from a protocol or the
Professional Norms and Responsibilities.

8. Team members invite and sustain the thinking of other team
members by pausing, paraphrasing, and inquiring.

9. Team members fully attend to others by maintaining an
appropriate level of eye contact, monitoring body language,
listening non-judgmentally, and listen without interrupting.

10. Team members balance advocacy of their own ideas with
inquiring into the ideas of other team members.

Attention to Task 

11. The team establishes and maintains clear product and success
criteria.

12. The team establishes and maintains clear task agendas.

13. The team maintains a clear time frame (schedules topics) and
manages time wisely (assigns times to topics).

14. The team collects, selects, prioritizes information to be
discussed and decided.

15. The team develops and applies agreed upon roles of facilitator,
process observer/time keeper, recorder/information
disseminator, and information organizer/agenda builder.

Adapted from the work of Wellman & Lipton by G. Whiteley. 
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Team MEETING Profile Survey 

INSTRUCTIONS:  Reflect on your team functioning as a whole.  For each item circle the appropriate number which 
corresponds best with your view/opinion. 

Almost 
Never 

Sometimes Often Frequently Almost 
Always 

St
ru

ct
ur

e 

1. Meeting roles are assigned prior to meetings (facilitator,
recorder, and timekeeper). 1 2 3 4 5 

2. Meetings start and end on time, as scheduled. 1 2 3 4 5 
3. All team members attend meetings. 1 2 3 4 5 

4. Agenda is developed and made available prior to meetings. 1 2 3 4 5 
5. Minutes/notes are taken during meetings and distributed to

all team members after the meeting. 1 2 3 4 5 

C
om

m
un

ic
at

io
n 

6. All team members engage fully (e.g., verbal input,
attention, willingness to complete tasks). 1 2 3 4 5 

7. Discussions stay on track; no sidebar conversations. 1 2 3 4 5 
8. Team members communicate effectively (e.g., speak

directly, ask questions, express support, paraphrase ideas). 1 2 3 4 5 

9. Disagreements/conflicts are addressed (e.g., problem
solving, respect, listening). 1 2 3 4 5 

10. Members value each other's roles and contributions. 1 2 3 4 5 
11. All viewpoints are shared and given adequate time prior to

decision-making (e.g., discussion of options and
consequences).

1 2 3 4 5 

12. Decision making is shared with balanced influence of team
members (e.g., voting on decisions, discussion of options). 1 2 3 4 5 

Fo
cu

s 

13. Meetings have a clear purpose, which is communicated in
advance. 1 2 3 4 5 

14. Status of action items from last meeting is reviewed. 1 2 3 4 5 
15. Clear action plans/items (e.g., who will do what by when)

are developed. 1 2 3 4 5 

16. Meetings are productive, with continual progress made
toward team goals. 1 2 3 4 5 

Pu
rp

os
e 

17. RTI/MTSS is a standing agenda item. 1 2 3 4 5 
18. Self-assessment data and outcome data are used to identify

strengths, needs, and action plans. 1 2 3 4 5 

19. Data are reviewed regarding goals. 1 2 3 4 5 
20. Data inform decision-making (i.e., relevant data is

reviewed and discussed; decisions clearly influenced by
data).

1 2 3 4 5 

21. Results of data analysis are used to make changes to the
district’s action/improvement plan. 1 2 3 4 5 

Adapted from: (1) Gaumer Erickson & Noonan (2012). Team Functioning Scale. Lawrence, KS: University of Kansas Center for 
Research on Learning; (2) Montana Behavioral Initiative Team Process Evaluation, Montana Office of Public Instruction - 
http://opi.mt.gov/Programs/SchoolPrograms/MBI/; and (3) Illinois Self-Assessment of Problem Solving Implementation at the District 
Level (SAPSI-D), 2012-2013, Illinois RTI Network 
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PROTOCOLS 
& 

Resources 
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3 – 2 – 1 
3 – 2 – 1 is an exit slip strategy that provides a quick “dipstick” of learning. Participants are 

instructed to use a piece of paper or index card to record the following: Three things that are 

clearer to them regarding the day’s topic or concept; two connections they are making to the 

new concept and their prior knowledge or experience; and one question/piece that needs 

further clarification. The presenter collects the slips as participants leave the room and uses the 

information to inform the next day’s lesson and/or to differentiate instruction.  

3 

2 

1 
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Give One, Get One 
Give One, Get One is a strategy for mixing a group, creating connections among participants 

and exchanging information. In a classroom or at a meeting, it also provides participants with a 

structured opportunity to move around the room…get on their feet and get their blood flowing 

to their brains! 

Each participant is generally given a 3 x 5 card and asked to respond in writing to a prompt. For 

example, participants might be asked to think about a school improvement goal that they feel is 

most important and write it on the card.  

Next, music is played and participants walk around the room greeting one another until the 

music stops. Each person then finds a partner; reads his/her card and listens to their partner’s 

card. Then partners exchange cards and circulate around the room again until the music stops 

and the process is repeated. Teachers and facilitators can add in paraphrasing to make sure 

he/she understands what is written on their partner’s card before traveling on to the next 

person to share the new information.  
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Inside/Outside Circle 
Inside/Outside Circle is a group building strategy identified by Spencer and Laurie Kagan. It is 

intended to get all participants up moving around the room and interacting with one another. 

Because participants are standing and moving it helps get the blood flowing to their brains and 

breaks the “sitting in your seat” routine. It also allows participants to interact with others in an 

organized, productive manner.  

Inside/Outside Circle works like this: one-half of the participants stand and form a circle facing 

OUT. The other half of the participants form a circle around (outside) of the first group, the 

outside circle participants face inside out so that each participant is facing a person from the 

‘other’ circle. Next, the presenter instructs on circle to rotate. For example, the presenter may 

say, “Outside circle move two persons to your right.” The newly formed partners then respond 

to a question. For example: “Inside partner, share with your partner everything you know about 

the three shifts in the new ELA standards.” Next the presenter may say, “Inside circle rotate 

three persons to your left” and then ask, “Outside partner, share with your partner everything 

you can remember about the Kenneth Leithwood’s Leadership Capabilities.” 

Inside/Outside Circle works well as a review strategy and it can also be used in the beginning of 

a lesson or unit to bring to mind previous knowledge regarding a concept or topic. 

Inside/Outside Circle also works well as a get-acquainted strategy at the beginning of a session 

to help build community.  
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Jigsaw 
Jigsaw strategy, also known as Expert Groups, is a cooperative learning strategy for working 

together and sharing new information. Originally developed by Elliot Aronson, the Jigsaw 

strategy enables each person of a base group to become an “expert” and bring the information 

back to other group members. Just like a puzzle, each piece of information is necessary for the 

final product to be complete.  

The Jigsaw works like this: 

1.The presenter places participants in groups of 5, known as base groups;

2. Participants number off 1 to 5, ad each number is assigned a reading;

3. All of the number ones, twos, threes, etc. move into “expert” groups of like numbers;

4. In the expert groups, participants read the material and have dialogue about its meaning;

5. Expert group members determine what ideas should be shared with their base groups;

6. Participants return to their base groups and share what they have learned in their expert

groups.  

Participants and presenters alike will agree this is an efficient way to learn, with accountability 

as well as support. 
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Pairs Squared 
Pairs Squared is a cooperative learning strategy for information sharing which builds on the 

familiar “Pair Share” strategy. Pairs Squared works like this: A-B partners share information 

around a given question or topic. Then each pair is asked to form a foursome by matching with 

another pair. The new group then shares information and synthesizes the collaborative thought 

of the four individuals.  

Quick Write 
A strategy called “Quick Write” is used with the intention of opening up thinking and allowing 

participants to “go deep” with their thoughts. It encourages “freedom” in writing and promotes 

focus. It also gives participants time to collect their ideas before verbalizing them to others. 

Quick Write works like this: Individuals are given a question, topic, or writing stem from which 

to work. Individuals are provided a set amount of time for responding (usually between one 

and ten minutes), and the room is completely silent for that amount of time. Participants are 

asked to simply write whatever comes into their heads. The Quick Write strategy can be used to 

introduce topics and have participants focus on what they already know or what questions they 

have. It can also be used at the end of a lesson to promote synthesis and reflection. The Quick 

Write strategy is often followed by some sharing of the information participants have been 

writing.  
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Diamond Reflection 
(Complete Solo then share with Elbow Partner) 

Your Name____________________   Elbow Partner’s Name_______________ 

 

 

Thinking Box after Elbow Partner’s Feedback 

An item of value for 
me to remember is 
(take away)…. 

After reflecting on our work together, a key 
learning for me is…. 

Some of the ways this new learning has 
impacted my thinking are…. 

Something for me  

to continue thinking about is…. 

Some things I will do 
immediately as a result of 
this time together are…. 
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Pass the Question Protocol 
Adapted from Science Formative Assessment, by Page Keeley 

Pass the Question is a protocol that provides an opportunity for participants to collaborate in 

activating their own ideas and examining other people’s thinking. Partners work together to 

create a partial response to a question, then switch their work with another pair of participants. 

They then take the response that the other partnership began and add to it and revise it. It is 

okay to reword what has been written, but not to completely remove an idea or concept. In the 

end, the four participants merge their pairs and take a look at what has been created. 

It is important to develop a question for this activity that will elicit a rich explanatory response. 

It can be used after reading a text as a way to debrief the information in the passage. 

Directions: 

• Have them work on their response for only about five to seven minutes before asking

them to find another “partnership” to switch responses with.

• Give them another five to seven minutes to work on completing their “new” response.

• At that point the two partnerships join together to create a group of four.

• In their groups of four, they can examine the two responses that all four people have

had input in creating.
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POMS 

Configuration: Solo and then Partner 

1. Read assigned pages
2. Identify “Points of Most Significance” – POMS
3. Share with a New-to-You Partner

Points of Most Significance 
POMS 
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Chalk Talk

A Chalk Talk is an uncomplicated, silent reflection or a spirited, but silent, 
exchange of ideas about a thought-provoking question. 

Facilitator Directions: 

1. Chart paper with an oval in the center is placed in the center of a table or
hung on the wall.  A question is either pre-written or can be copied into the
oval on the chart paper. Today’s question is:

2. Markers are needed for participants to respond.

3. Explain VERY BRIEFLY that the “Chalk Talk” is a silent activity.  No one
may talk at all and anyone may add to the “Chalk Talk” as they please.

4. The participants begin by writing answers to the question.  Participants write
as they feel moved.  They can comment on other people’s responses simply
by drawing a connecting line to the different responses and adding to it with
their own question or comment.

5. Timing: Approx. 5-7 minutes depending on the group size.  There are likely
to be long silences — that is natural, so allow plenty of wait time before
deciding it is over.

6. In your table team, discuss the following reflecting questions:
• Which ideas resonated with you?
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Structured Dialogue 
Individuals 

1. Make 3- 5 post-it note statements-one statement per post-it-about an
important topic

Table Groups 

2. When all are ready, one person places a note in the center of the table
saying, “This makes sense to me because…”

3. Another person places a note connecting to the first saying, “This makes
sense to me because…and it relates to the first one in these ways…”

4. Repeat the pattern, or start a new pattern.

Reflect on the Process (Groups learn by reflecting on the process) 

• What are some ways the structured dialogue helped your thinking with…?
• Under what conditions might you use, or not use, this strategy with your

colleagues in your school or district?

Important Reminders: 

a) A dialogue is about listening to others without comment or judgment.
b) A dialogue is for generating ideas without making a decision.
c) A structured dialogue takes between 20 and 30 minutes to complete.
d) The topic selected should be of enough significance to warrant using up to

30 minutes.
e) It is an opportunity for a leader to observe “from the balcony” and collect

formative data.
f) A structured dialogue is a good process to use for introducing the idea of

dialogue since it includes language stems that frame the way participants
interact.

g) It is important for participants to adhere to the use of the language stems in
bold.
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Traffic Lighting Alignment Collaboration 

DISCUSSION GUIDE 
1. Begin by identifying curriculum or materials with current classroom

assessments.  What, in your own words, is being assessed?

Traffic Lighting Key 

  Green   =  Good Alignment 

  Yellow  =  Minimal Evidence of Alignment 

  Red       =  No Evidence of Alignment 

2. Traffic lighting the level of alignment.  What is your reasoning?

3. What can be done to improve the alignment of the assessment?

4. Was there something in the assessment that was unclear or might cause
confusion for the student?

5. What levels of cognitive complexity (DOK) were evident in the
assessment?

6. How did this analysis process inform your understanding of alignment of
assessments?
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Data Hypotheses Protocol 
Criteria for Writing Observations and Hypotheses 

Observations Be sure each statement indicates: 

• What was the pattern and over what period of time?
• What was the source?
• Which subjects or skills?
• Which students?

Examples 
Percent of students at proficient and above has increased every year for the past 
three years for third grade students with disabilities. 

Attendance rate was below 80% for girls in grades 6, 7, and 8. 

Mean math scores have increased for the past five years for all students in 10th 
grade. 

Hypotheses 

Hypotheses should: 
• Be explanations that come from school and classroom factors.
• Be explanations about practices that can be altered.

Hypotheses should NOT: 
• Be based on characteristics of individuals or groups of people.
• Be explanations about unalterable facts.

Example: 
Instead of saying, “These students are poor.” 

Say, “Students of poverty are not gaining ample access to reading materials from 
our school.” 

Judy Sargent CESA 7 Data Retreat 
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Engagement and Intensity 

School Leaders’ Implementation Guide:  Designing and Supporting High Performance Teams 
(Supplement to page 21) 

High Engagement Low Engagement 

H
ig

h 
 In

te
ns

ity
 

• The Solo (Individual
Response)

• Elbow Partner (Focused
Question)

• Small Group (Chalk Talk)

• Whole Group (Risky)

Lo
w

 In
te

ns
ity
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Protocol Selection 

School Leaders’ Implementation Guide:  Designing and Supporting High Performance Teams 
(Supplement to page 21 

Protocol Bank 

High Engagement Low Engagement 

H
ig

h 
 In

te
ns

ity
 

Lo
w

 In
te

ns
ity
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Consider the Relationship Between 
 

Briefly describe what 

it is you hope to 

accomplish with the 

meeting:  

Learning pairs 

Triads, trios 

Learning Team (4 to 6 

members) 

Grade-level teams 

Subject area teams 

Cross team (grade or 

subject) 

Cross Team with 

specialists 

Self-selected groups 

Structured dialogue 

Chalk talk 

POMS 

Round robin (1 minute) 

Round robin (only speak 

once) 

First turn/last turn 

Inside/Outside Circle 

Concept attainment 

2 to 4 to 8 

Carousel 

Whip around 

1. Task

2. Configuration

3. Process/Protocol

	 4.	Skillful	Use	of	Strategies	by	the	Facilitator 
 

Seven	Norms	of	
Collaboration	
Dialogue	v.	Discussion	
Hands-up/hands-down	
Physical	paragraphing	
Pace	and	Lead	
Show	Don’t	Say	
Closing	Window	
Credible	Voice	
Invitational	Voice	

Team	self-assessment	
Team	reflection	

Plural	forms	
Paraphrasing	

Pausing	
Meditative	questions	

Third-point	
Exploratory	language	
Tentative	language	

Positive	pre-suppositions	
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Structured Dialogue 
 
 
Individuals 

1. Make 3- 5 post-it note statements-one statement per post-it-about an 
important topic  

 
Table Groups  

2. When all are ready, one person places a note in the center of the table 
saying, “This makes sense to me because…” 

3. Another person places a note connecting to the first saying, “This makes 
sense to me because…and it relates to the first one in these ways…” 

4. Repeat the pattern, or start a new pattern.  
 
Reflect on the Process (Groups learn by reflecting on the process) 
• What are some ways the structured dialogue helped your thinking with…? 
• Under what conditions might you use, or not use, this strategy with your 

colleagues in your school or district? 
 
Important Reminders: 

a) A dialogue is about listening to others without comment or judgment. 
b) A dialogue is for generating ideas without making a decision. 
c) A structured dialogue takes between 20 and 30 minutes to complete. 
d) The topic selected should be of enough significance to warrant using up to 

30 minutes. 
e) It is an opportunity for a leader to observe “from the balcony” and collect 

formative data. 
f) A structured dialogue is a good process to use for introducing the idea of 

dialogue since it includes language stems that frame the way participants 
interact.  

g) It is important for participants to adhere to the use of the language stems in 
bold. 
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Consider	the	Relationship	Between	

	

Briefly describe what 
it is you hope to 
accomplish with the 
meeting:  

Learning pairs 
Triads, trios 
Learning Team (4 to 6 
members) 
Grade-level teams 
Subject area teams 
Cross team (grade or 
subject) 
Cross Team with 
specialists 
Self-selected groups 

Structured dialogue 
Chalk talk 
POMS 
Round robin (1 minute) 
Round robin (only speak 
once) 
First turn/last turn 
Inside/Outside Circle 
Concept attainment 
2 to 4 to 8 
Carousel 
Whip around 

1.	Task

2.	Configuration

3.	Process/Protocol

 4.	Skillful	Use	of	Strategies	by	the	Facilitator	
	

Seven Norms of 
Collaboration 
Dialogue v. Discussion 
Hands-up/hands-down 
Physical paragraphing 
Pace and Lead 
Show Don’t Say 
Closing Window 
Credible Voice 
Invitational Voice 

Team self-assessment 
Team reflection 

Plural forms 
Paraphrasing 

Pausing 
Meditative questions 

Third-point 
Exploratory language 

Tentative language 
Positive pre-suppositions 
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Group Learning Configurations   
 

 
School Leaders’ Implementation Guide:  Designing and Supporting High Performance Teams 
(Supplement to page 21) 

 

 

 

 

 

 

 

 
 
 
 

 High Engagement Low Engagement 

H
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h 
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ity
  

 
• The Solo (Individual 

Response) 
• Elbow Partner (Focused 

Question) 
• Small Group (Chalk Talk) 

 

 
 

• Whole Group (Risky) 

Lo
w

 In
te

ns
ity
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Protocol Selection 
 

 
School Leaders’ Implementation Guide:  Designing and Supporting High Performance Teams 
(Supplement to page 21 

Protocol Bank 
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Team Collaboration Planning Sheet 
  

Topic Our Current Level When we hope to be introduce 

 Norms of Collaboration 

Working Agreements 

 

 
 
 
 

 

Ways of Talking 
Pausing  

Paraphrasing 

Posing Questions 

 

  

Successful Meeting Standards 

Group Member Capabilities 

 
 
 
 

 

Team Meeting Format 

Team Roles 

 

 
 
 
 

 

Dialogue and Discussion  
 
 
 

 

Relationship, Process and Task 

Team assessment 

Team Meeting Profile 

 

  

Protocols  

3-2-1, Structured Dialogue, Give 

One/Get One, Inside Outside 

Circle, Jig Saw, Pairs Squared, 

Quick Write, Diamond 

Reflection, Pass the Question, 

POMS, Chalk Talk, Hypothesis 

Testing, and Traffic Lighting 

  

Cycle of Work  
 
 
 

 

Relationship Between Task, 

Configuration and Process 

 

Intensity and Engagement 
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Cycle of Work 
 

Month Date Introduced  by 

Colleague 

Topic (s) and Important reminders 

October  
 

  
 
 
 

November  
 

  
 
 
 

December  
 

  
 
 
 

January  
 

  
 
 
 

February  
 

  
 
 
 

March  
 

  
 
 
 

April  
 

  
 
 
 

May  
 

  
 
 
 

 
37




