
Professional Services
Taking Action With Data

Data

Coaches

Handbook

Data

Coaches’

Handbook

School



2

Professional Services

© 2011, Wireless Generation, Inc. – Only for use in the RTTT Data Coach Project

Copyright © 2011 Wireless Generation, Inc. All rights reserved. 

Wireless Generation is a registered trademark of Wireless Generation, Inc. All other registered and unregistered 
trademarks in this document are the sole property of their owners.

No part of this publication may be reproduced, transmitted, transcribed, stored in a retrieval system, or translated into 
any other language in any form or by any means without the written permission of Wireless Generation, Inc., except 
for participants in the Delaware Race to the Top Data Coaches Program, including the Delaware DOE, Delaware LEAs, 
and participating schools who may reproduce this publication for use so long as (i) no monetary charge is made for the 
reproduction (other than reasonable duplication fees) and (ii) this copyright notice is printed in all copies.



3

Taking Action With Data

© 2011, Wireless Generation, Inc. – Only for use in the RTTT Data Coach Project

Introduction
 Wireless Generation 
 Our Guiding Principles
 Introduction
 Flexibility and Responsiveness
 Four Domains
 Framework
 Know Understand Do (KUD)
 Phase 1:  Understanding Data / Adjusting Whole Class Instruction  
 Phase 2:  Progress Monitoring / Introduction to Small Group Differentiation 
 Phase 3: Adjustment and Individualization of Instruction 
 Phase 4: Measuring Effectiveness Using Aggregated Data  
 Phase 5: Action Planning for Subpopulations
 Phase 6: Transparent Data Culture 
Coaching Professional Learning Communities
 Coaching
 Cognitive Coaching
Resources
Glossary

Table 

of Contents
5
5
5
6
6
6
7
7
9
10
11
12
13
14
15
16
16
19
20



4

Professional Services

© 2011, Wireless Generation, Inc. – Only for use in the RTTT Data Coach Project



5

Taking Action With Data

© 2011, Wireless Generation, Inc. – Only for use in the RTTT Data Coach Project

1. A shared sense of urgency to help solve pressing problems  
in K–12 education. 
2. The humility to acknowledge that we are here to support  
and make things easier for educators who do heroic work  
every day in classrooms, schools, districts, and states. 
3. The ambition to build interdisciplinary teams of experts  
and practitioners from diverse backgrounds to shape the 
most powerful new ideas in education. 
4. A respect for what work in schools, even as we seek 
breakthroughs to address what doesn’t work or could 
work better. 
5. A commitment to providing tenaciously high quality  
support for the educators who implement our innovations  
in the real world, and to continuously improve our products  
and services based on teacher feedback. 
6. A belief that the most talented designers and engineers  
should focus on solving even the smallest problems that 
teachers encounter. 
7. An unwavering dedication to the highest standards of 
integrity and transparency.

The purpose of this handbook is to provide information 
about the Delaware Data Coaches project, as well as provide 
an introduction to the basic concepts and processes related 
to this work. Our Data Coach program combines Wireless 
Generation’s proven methodology and national experience 
with the local knowledge we have gained by serving districts 
across the state of Delaware. Our research-based “Taking 
Action with Data” framework is tailored to meet the needs 
of educators across the state, while providing the pre-
service training, ongoing professional development, and 
management support necessary to make the program 
successful. As coaches, you will help move teachers from 
understanding various data sources to thriving in a data-
informed environment, one in which the various elements of 
student data can be applied to target the precise instruction 
that each student needs at any given moment. Further, the 
Data Coach program focuses on building effective teachers 
and leaders by facilitating collaborative data conversations, 
which will nurture an atmosphere of transparency and 
trust that will re-focus all stakeholders on our common 
goal–helping all students succeed.

• Assessment and Analysis tools that facilitate  
 targeted teaching 
• Adaptive curriculum and teacher-centered,  
 differentiated instruction
• Organizational change management, professional  
 development, and school turnaround services that  
 support continuous improvement in teaching at scale

WIRELESS GENERATION 

• Enterprise education data systems that empower  
 educators to raise achievement
• Consulting to drive education innovation with  
 evidence-based solutions 
• Open source initiatives that share great ideas  
 from teachers and experts around the world

Headquartered in Brooklyn, NY, Wireless Generation 
produces a steady stream of educational innovations 
to help schools in all 50 states improve teaching and 
learning. We serve more than 200,000 educators and 
three million students with: 

OUR GUIDING PRINCIPLES

Headquartered in Brooklyn, NY, Wireless Generation 
produces a steady stream of educational innovations 
to help schools in all 50 states improve teaching and 
learning. We serve more than 200,000 educators and 
three million students with:

Introduction
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In a data-driven culture, the abundance of data can 
quickly overwhelm educators, especially those without 
a mathematics background. TADa help educators learn 
to ask good analytical questions and to use multiple data 
sources to draw appropriate inferences. At the beginning 
of the program, many teachers focus on simple, student-
specific inferences from data; however, as the program 
matures, investigating and analyzing aggregate data from 
a variety of sources becomes critical. Over time, you build 
educators’ capacity to use complex data sets accurately 
and confidently.

You facilitate PLCs, guiding teachers in the process of using 
the data to determine when to use whole-class vs. small-
group  vs. individualized instruction and when a topic 
needs to be re-taught rather than simply moving to the 
next lesson.  Teachers create lesson plans for various groups 
based on skills or other instructional needs illustrated 
in the data, and  evaluate those lesson plans based on 
effectiveness data as well as their own (and their peers’) 
reflection. Through observation and feedback, each teacher 
learns the pedagogical skills, instructional strategies, and 
reflective practices necessary to differentiate effectively 
in their classrooms.

In this process, educators analyze data to identify 
students with similar needs, develop and implement 
new instructional strategies, assess growth, analyze the 

Beginning with the first day in a school, your immediate 
goal as a Data Coach is to support data-informed 
instruction in each classroom. However, your sights are 
also on the broader vision — to build capacity so schools 
can continue the work after you are gone. By applying our 
straightforward “Taking Action with Data” methodology 
to Delaware’s multiple data sources and the rich variety 
of individual student and class needs, teachers acquire 
the habits of mind, technical skills, collegiality, and 
pedagogy needed to use data to inform instruction and 
ultimately accelerate student learning.

As a coach you recieve a structured methodology, 
progression of skills, and materials, yet you are able to 
modify your approach to support the wide variety of 
teachers’ skills, school cultures, and principals’ visions. 
As you get to know each school and teacher, it becomes 
possible to incorporate LEA and school data, curricula, 
and Instructional Improvement Systems into your work, 
allowing you to build and maintain strong relationships with 
the leadership of each school to ensure buy-in and mutual 
support. The late phases of the “Taking Action with Data” 
framework move to building school-wide data cultures and 
improvement plans, and these activities are fully integrated 
with all other initiatives taking place in each school.

INTRODUCTION

FLEXIBILITY AND RESPONSIVENESS

Taking Action with Data

DATA
INFERENCE

DIFFERENTIATED
INSTRUCTION

DATA 
CONVERSATIONS

CYCLES
OF INQUIRY

FOUR DOMAINS
To succeed with data use, educators build skills within 
four domains:

Data Inference 

Differentiated Instruction  

Cycles of Inquiry  
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Data Conversations  

While this framework provides a structured and consistent 
approach to using data, you modify the plan to address each 
PLC’s specific needs. All four domains weave through each 
phase, with varied levels of emphasis depending on the key 
activities and outcomes of that phase. 

The framework reflects a progression of skills, moving 
Professional Learning Communities through six 10–14 
week phases:

1. Understanding Data/Adjusting Whole Class Instruction       
2. Progress  Monitoring / Introduction to Small Group  
     Differentiation
3. Adjustment and Individualization of Instruction
4. Measuring Effectiveness Using Aggregated Data
5. Action Planning for Subpopulations
6. Transparent Data Culture

FRAMEWORK

     Each phase introduces new skills. Many activities spiral 
throughout the two-year program, enabling teachers to 
repeat the study and discussion of certain key skills at 
different times once they have acquired other important 
knowledge. Each PLC meeting begins with a discussion of 
past accomplishments to solidify the learning of previous 
key activities, and then moves on to new activities. An 
important part of your job is to continuously monitor 
teachers’ proficiency with each domain of skills, providing 
ongoing support for earlier skills while moving teachers 
along to apply new skills. 
     Mastery of activities is evidenced by a set of observable 
outcomes for each teacher, such as the development of 
small-group lesson plans, or evidence of students self-
managing during differentiated group work. You use 
these observable outcomes to understand each teacher’s 
progress, assess individual needs for observation and 
feedback, and plan for each teacher.

KUD is a way to plan and organize any unit to meet the 
needs of all learners.  It is an essential starting point 
in differentiation. In the differentiated classroom, 
the teacher may vary the Knows and Dos, but the 
Understands are the constant fulcrum for all students. 
(Tomlinson, 2008).
• Know: facts, vocabulary, definitions, dates, places, etc.
• Understand: principles, generalizations, big ideas, “I 
want teachers/students to understand…”
• Do: be able to do, skills

KNOW, UNDERSTAND, DO (KUD)

KUD helps distinguish skills from concepts within 
Taking Action with Data. 

There are different methods for teaching different types 
of things, depending on the outcome you are looking 
for. Some methods work best for teaching skills, while 
others work best for promoting deep understandings. 
Within the TADa framework, you use different methods 
depending on the type of outcome you are looking for. 

System of Methods 

results, share findings with colleagues, and begin the 
process anew. In addition to identifying strategies that 
work, over time this iterative process builds the skills to 
make rapid adjustments to instruction based on more 
frequent progress monitoring data points. Since these 
inquiry activities are done collaboratively, the atmosphere 
of experimentation embedded in the process fosters 
comfort with data sharing and transparency, building a 
culture of trust and mutual respect, moving teachers from 
a “my students” mentality to a collaborative “our students” 
approach to instruction. 

To use data effectively, educators need to engage in 
frequent, low-stakes, non-judgmental conversations with 
students, parents, administrators, and other educators in 
order to understand results, enlist support, and motivate 
change. Such low-stakes conversations are particularly 
critical for promoting data transparency: only when 
teachers and students believe data is used in a supportive 
way do they become truly comfortable with its use. Our 
methodology promotes drawing tentative hypotheses 
followed by conversations to dig deeper into the underlying 
circumstances that gave rise to the data. 
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Situationality sometimes dictates what method you use 
to get the outcome you want. There is no one procedure to 
memorize that will always work for you as a Taking Action 
with Data Coach. However, within the Taking Action with 
Data framework, there is a system of methods. One of the 
most important methods of teaching concepts within the 
TADa framework is the mini-module.
   Mini-modules are the conceptual backbone of Taking 
Action with Data. In order to move through each of the 
phases, teachers need to develop specific conceptual 
understandings. Across the four domains, concepts get 
more and more complex as teachers move through the 
phases. Teachers may perform skills acquired through 
TADa. But there are certain points where progress may 
either halt or plateau and teachers cannot progress until 
they truly understand particular concepts. Mini-modules 
represent these concepts. Each mini-module has learning 
objectives that describe what teachers should understand 
related to that topic. Though often the learning objectives 
can sound like skills, the purpose of the mini-modules is 
to further teachers’ conceptual understanding. Before 
teachers can begin using differentiation effectively in 
their classrooms, they should have a strong conceptual 
foundation of what differentiation is. A mini-module was 
successful if teachers understand the concepts taught. 
    The mini-modules were ordered according to which 
concepts are necessary in each phase in order to move 
forward. Some PLC groups may have a high level of 
understanding of some of these concepts in the very 
beginning of the program. A PLC may start at Phase 2 or 
later. If this is the case, you must ensure that the concepts 
from the earlier mini-modules are understood. Later mini-
modules build on concepts from earlier, more foundational 
min-modules; so it may be necessary, if your PLC is starting 
at a later phase, to go back and deliver some of the earlier 
mini-modules to make sure those concepts are understood 
by all, and that a common language has developed. 

Delivering mini-modules is one of the few times as 
a coach when you actually deliver PD to the PLCs 

The following is the sequence of mini-modules: 
     Phase 1 
        • Patterns of Need 
        • Data Conversations  
        • Differentiation 
     Phase 2 
        • Cycles of Inquiry 
        • Data and Small Groups 
     Phase 3 
        • Root Cause Analysis 
        • Student/Parent Engagement 
     Phase 4 
        • Aggregate Data 
        • Creating a Good Data Analysis Question 
     Phase 5 
        • Sub-Populations 
        • Common Errors in Data Inference 
     Phase 6 
        • Sustainability
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Key Activities: 
    Create inventory of  existing data sources, including     
     quantitative and qualitative data 

Domains

Data sources and data  literacy

Proper use of each data set

Introductory elements of 
differentiation (e.g., focus, 
pace, method)

The cycle of inquiry process How data conversations 
promote empowerment 
for themselves and others

PHASE 1:  UNDERSTANDING DATA / ADJUSTING WHOLE-CLASS INSTRUCTION  

• • 

•
     Develop whole-class lesson plans based on initial data 
     Adjust whole-class lesson plans based on real-time data

Observable Teacher Outcomes: 
    Completed data template with evidence to support  
    inferences 
     Articulated vision of each teacher’s data-informed classroom 
    Data-driven differentiated whole-class lessons plans

Mini-Modules: 
Patterns of need 
Data conversations 
Differentiation

PSR Skills to assess: 
Patterns of need 
Adjust whole class instruction 
Informal cycles of inquiry 
Solution oriented conversations

• 

•
•

Support initial observations

Identify common needs for 
a whole group

Identify outliers

Make “re-teach” vs. “new-
teach” decisions

Adjust instructional 
strategies through 
strategic use of scaffolding, 
questioning techniques, 
and direct instruction with 
consideration for learning 
styles

Reflect, create, and 
implement strategies and 
evaluate results

Reflect and share 
observations

Use questioning techniques 
(with a focus on student data)

Collegial conversation and 
exchange of ideas

Protocols for effective data 
conversations

DATA CONVERSATIONSDATA INFERENCE CYCLES OF INQUIRYDIFFERENTIATED 
INSTRUCTION

Know and Understand

Do
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DATA CONVERSATIONSDATA INFERENCE CYCLES OF INQUIRYDIFFERENTIATED 
INSTRUCTION

Observable Teacher Outcomes: 
    Completed data template with data-driven hypotheses  
    for each small-group 
    Lesson plans that incorporate small-group instruction  
    Instruction that regularly includes small-group activities

Mini-Modules: 
Cycles of inquiry 
Data and small-groups

PSR Skills to assess: 
Multiple data sources 
Small-group instruction 
Data-driven cycles 
Student conversations 
Positive intent

PHASE 2:  PROGRESS MONITORING / INTRODUCTION TO SMALL-GROUP 
DIFFERENTIATION
Key Activities: 
    Increase collection of quality short-cycle assessment data  
   Use data to form instructional groups 

Domain

Key classroom 
management skills

Purposes for creating small 
groups

Basic elements of action 
research

• 
•

• 
•

Incorporate small-group instruction into lesson plans 
Adjust small-group lesson plans based on real-time data

Use multiple sources of data

Use data to identify 
manageable-sized groups

Identify trends in student 
data

Identify common needs for 
small groups

Evaluate data sources 
critically

Tools for evaluating data 
sources

Identify critical skills for 
small groups

Use elements of 
differentiation to create small 
group activities:  focus,  
intensity level, method/
mode delivery, outcomes, 
pacing

Set protocols for behavior 
in small groups

Identify a problem/area of 
focus

Form inquiry hypotheses 
citing supportive data

Collect data relevant to 
action research topic

Interpret data

Create a plan of action 
based on evidence

Implement action

Reflect/Evaluate results

Articulate a data-based 
rationale for instructional 
decisions

Participate in and lead 
effective low-stakes, 
supportive student  
conversations about 
achievement

Use reflective listening

Reflective listening 
techniques

Summary formats and 
strategies:  
present, reflect, connect

Know and Understand

Do

• 
 
•
•
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DATA CONVERSATIONSDATA INFERENCE CYCLES OF INQUIRYDIFFERENTIATED 
INSTRUCTION

Know and Understand

PHASE 3: ADJUSTMENT AND INDIVIDUALIZATION OF INSTRUCTION

Tools to evaluate 
instructional effectiveness

Root cause analysis

Distinction between 
correlation and causation

Measure learning growth 
over time

Identify outliers and root 
causes

Adjust groups based on 
most recent data

Classroom management of 
small groups and centers

Facilitate increased 
independence by students 
during learning activities

Refine instruction to 
include specific plans for 
individual students

Assess and evaluate 
actions taken 

Form new hypotheses 
based on new data 
sources

Refine action research steps

Methods of evaluating 
effectiveness and drawing 
conclusions

Demonstrate ability to 
facilitate:
- Student conversations for 
self-management
- Parent conversations
- Conversations about results 
and successful strategies 
across teams of teachers

Facilitative techniques

Key Activities: 
    Use formative data to evaluate effectiveness of whole  
     and small-group instruction 
    Provide support for students needing additional  
    individual attention 

Facilitate cross-team meetings about data-informed 
instruction

• 

• 

• 

Domains

Do

Observable Teacher Outcomes: 
     Small group plans for each two-week cycle 
    Student self-management during lessons 
     Individual support plan for a minimum of one student per group  
    Identification of school-wide instructional support needs

Mini-Modules: 
Root cause analysis  
Student/Parent engagement

PSR Skills to assess: 
Develop data-based hypothesis 
Evaluate actions taken 
Facilitate student independence 
Multi-stakeholder conversations

• 
•
•
•
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DATA CONVERSATIONSDATA INFERENCE CYCLES OF INQUIRYDIFFERENTIATED 
INSTRUCTION

PHASE 4: MEASURING EFFECTIVENESS USING AGGREGATED DATA
Key Activities: 
    Identify pockets of success and develop data stories to  
    describe outcomes 
     Analyze effectiveness of instruction, curriculum, and  
     resources horizontally and vertically

Adjust instruction, curriculum, and resources as neces-
sary to better serve students  
Conduct “Data Inventory #2” 
Community engagement and transparency of results

• 

•

• 

•
•

Domains

Aggregation and 
disaggregation

Triangulate among 
reports

Interpret various 
graphical representations 
of aggregated data

Defend inferences and 
testing hypotheses

Analyze trends, growth, 
effectiveness

Re-evaluate data quality

Differentiation and data-
driven adjustments

Reflect on refinements in 
instruction

Cross-grade differentiation

Share work station 
content/activities tied to 
student needs vertically and 
horizontally

Action research across 
teams and grades as a lens 
to facilitate instructional 
adjustments and 
experimentation

Participate in an action 
research group

The big picture (Systems 
Thinking)

Cross-team collaboration 
for school improvement 
planning

Build consensus on common 
areas of student needs

Observable Teacher Outcomes: 
    Grade, school, and parent data meetings 
    Implementation of successful strategies from other teams
    Partnerships forged with successful colleagues within    
    and among schools
    Teachers serve as a resource to others, sharing materials  
    and ideas as needed

Mini-Modules: 
Aggregate data 
Creating a good data 
analysis question

PSR Skills to assess: 
Process of triangulation 
Action research

• 
•
•

•

Know and Understand

Do
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DATA CONVERSATIONSDATA INFERENCE CYCLES OF INQUIRYDIFFERENTIATED 
INSTRUCTION

Domains

Know and Understand

Do

Key subpopulations and the 
data available to analyze 
each

Meaningful sample sizes

Strategies for guarding 
against subpopulation 
assumptions

Filter data and make 
comparisons across groups

Analyze trends, growth, 
effectiveness

Continued differentiation 
based on instructional need, 
and not on subpopulation 

Resources for differentiation 
and subpopulations

Deepening facility 
with action research 
and application to new 
data sets

Action research across 
schools

Facilitating discussions 
about equity and 
distribution of resources 
among all stakeholders

Promote teacher 
facilitation of PLC’s

Best practices for 
addressing socio-economic 
status, race, gender

Observable Teacher Outcomes: 
    Increased expectations for all students
    Scaffolding of support for all students in every classroom
    Independent teacher facilitation of collaborative  
    planning time

Mini-Modules: 
Sub-populations 
Common flaws in 
data inference

PSR Skills to assess:
Disaggregation of data
Analysis of trends
Differentiation using FIMOP

• 
•
•

• 
 
•

• 

PHASE 5: ACTION PLANNING FOR SUBPOPULATIONS
Key Activities: 

     Analyze effectiveness of instruction, curriculum, and  
    resources across student subpopulations 
    Adjust instruction for specific subpopulations 

Fine-tune classroom and school vision for their 
data-informed culture
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DATA CONVERSATIONSDATA INFERENCE CYCLES OF INQUIRYDIFFERENTIATED 
INSTRUCTION

Do

Observable Teacher Outcomes: 
     Teachers being observed, observing, and coaching one another 
     Growth plans for the next two years of data use  
    (individual teachers and school-wide)  
     Distributed leadership and data stewardship, independent  
     of the data coach

Mini-Modules: 
Sustainability

PSR Skills to assess:
Peer review
PLC facilitation

• 
•

•

Re-evaluate data sources 
and quality

Analyze data  as a reflexive 
activity

Meta-analysis strategies

Continue differentiation of 
whole and small groups, and 
for individual students

Techniques for peer review of 
differentiated instruction 

Root school improvement 
plans in school-wide 
inquiry

Techniques for peer review 
of action research projects

Gather data before/during/
after observations

Establish mutual 
accountability across all 
classrooms

Engage in conversations 
for sustaining change 
leadership

Techniques for peer review 
of data conversations

Know and Understand

PHASE 6: TRANSPARENT DATA CULTURE
Key Activities: 

     Observe lessons of colleagues in other groups  
     Conduct “Data Inventory #3” 

Domains

Reflect upon and celebrate school-wide progress•  
•

• 
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Coaching 

Professional 

Learning 

Communities
1. Cycles of Inquiry 
2. Data Inference 
3. Differentiated Instruction 
4. Collaborative Data Conversations 

The term “Professional Learning Community” has been 
used to describe various combinations of people brought 
together by an interest in education. In the broadest 
sense, a PLC can be a grade-level teaching team, a school 
committee, a high school department, an entire school 
district, a state department of education, a national 
professional organization, etc. 
 Our PLCs, however, have a very specific focus on data. 
The PLC framework we use has its roots in the work of 
Richard and Rebecca DuFour, and draws substantially 
from Boudett, City, and Murnane’s Data Wise. 

At a basic level we define a PLC as:

“An ongoing process in which educators work 
collaboratively in recurring cycles of collective inquiry 
and action research to achieve better results for the 
students they serve.”  DuFour

Taking Action with Data PLCs focus on building 

proficiency in the following four domains:

• Turn & Talk: During a PLC, there may be opportunities to have the 
teachers do a turn & talk activity for a few minutes. This allows  
teachers to talk about the information presented or shared and to  
clarify thoughts or questions. This is an effective alternate strategy to  
asking questions to the whole group and having the same teachers  
responding. All teachers have a chance to talk in a non-threatening  
situation for a short period of time.

Group Participation 
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• 

• 

• 

COACHING
There are different ways in which Coaches help people 
use their strengths to build skills.  As a coach; it is 
important to use the type of coaching most appropriate 
to the situation.  
Coaching Approaches:

•

•

•

•

•

•

Solutions-focused coaching: use discussions to 
determine what participants want to accomplish, what 
they are already doing, what currently work, what 
doesn’t work and identify alternate strategies 
Coach as storyteller: providing stories about who 
you are, what you have done, how decisions have 
helped meet goals, how decisions have caused 
roadblocks, encouraging others to share stories  
Side-by-side coaching: collaboratively explore the data  
either gathered by the teacher or during observations, 

Elaborate on what someone else said: to elicit group participation,  
participants are asked to elaborate on what someone else has 
already said by providing reflection for their self or giving feedback 
on what was heard.
Round Table: in a round table all participants provide feedback on 
a concept being discussed.  Participants are not allowed to repeat 
or just agree but need to provide additional meaningful input. 
Red/Green Cards: Teachers make a card with Green (Got It) on one  
side, Red (No clue) on the opposite side. The coach asks a question 
to the PLC. Teachers who know the answer or feel comfortable 
hold up the Green card, if they don’t know the answer or do not 
feel comfortable they hold the Red card. This is very effective to 
get a quick gauge of how the audience is feeling or understanding 
a concept.

team-teach in the teacher’s classroom, talk through 
instructional decisions based on data 
Modeling: provide a model lesson in the teacher’s 
classroom with the teacher’s students 
Observing: watching a teacher teach a lesson and 
gather data 
Coach as listener: effective listeners do not simply 
hear what participants have to say, but rather listen 
to get a sense of who participants are, what they want 
to achieve, what their fears and concerns are, what 
support they need from you, etc. Effective listeners 

Group Participation Discussion:

Here are suggested questions that principals and 
teachers can use to spark discussion about PLCs:  

For further reading:
Learning by Doing: A handbook for Professional 
Communities at Work (2nd Edition), DuFour, DuFour, 
Eaker, and Many

1.  Define what a PLC is and what a PLC is not.
2.  How can our faculty focus more on student learning?
3.  What professional development topics does our faculty  
     need more of?
4.  In what ways does our faculty model a collaborative  
     culture? In what ways can we improve collaboration?
5.  What role should assessments play in improving the  
     teaching and learning that goes on in our school?

Cognitive coaches take all the various strategies of coaching 
one step further and help participants engage themselves in 
being more thoughtful and self-directed in their instructional 
decisions.  Costa and Garmston, co-developers of Cognitive 
Coaching, define it as “a set of strategies, a way of thinking, 
and a way of working that invites self and others to shape and  
reshape their thinking and problem solving capacities.”
 Mission of Cognitive Coaching:  To produce self-directed 
persons with the cognitive capability for high performance 
both independently and as member of community.
Cognitive Coaches:
• Construct and pose questions with the intention of  
    engaging and transforming thought. 
• Employ non-judgmental response behaviors 
• Know one’s own intentions and choose congruent behaviors 
• Set aside unproductive patterns of listening, responding,  
    and inquiring. 
• Value self-directed learning 
• Recognize that one’s behavior is motivated by one’s  
    perceptions.   
• A change in perception & thought is needed for a change in  
    behavior. 
• Believe that people construct meaning based on their  
    own reflections and experiences

COGNITIVE COACHING

validate participant’s feelings and thoughts and fully 
attend to what the other person says rather than 
thinking about how to respond.  
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A key concept of Cognitive Coaching is that everyone 
has resources to grow and change. These resources are 
“States of Mind.” The Cognitive Coach helps the person 
she is working with to use their inner resources more 
effectively.  

• Consciousness: being able to monitor one’s own  
   values, thoughts, intentions and behaviors and their effects. 
• Efficacy: knowing one has the capacity to make a  
    difference and being willing to do so. 
• Flexibility: knowing one has options to consider as  
    well as being able to develop options and being open  
    to considering the options while demonstrating  
    respect and empathy for diverse perspectives. 
• Craftsmanship: within the critical thought processes,  
    one strives for exactness, precision, refinement and mastery. 
• Interdependence: using group resources to enhance  
    personal effectiveness while contributing to the  
    common good.

“While no single conversation is guaranteed to change the 
trajectory of a career, a company, a relationship or a life – any 
single conversation can. It’s not what you think… it’s what 
you say!”                    Susan Scott, Fierce Conversations

Elements of Collaborative Conversations:

Paralanguage: What is communicated and understood 
by the qualities of voice, body gestures, and other 
nonverbal behaviors existing alongside the words 
we speak.  Nearly two-thirds of meaning in any social 
situation derives from nonverbal cues.
 • Examples:  Posture, Gesture, Inflection, Pitch,  
         Volume, Rate of Speech, Language Choices, Breathing
Response Behaviors: Verbal responses to another 
person’s communications

•

 

•

Coaching Cycle:

Reflecting
Planning

Monitoring  
Event

Preview materials for next session: by giving the participants 
a preview of what is coming up gives them the opportunity to 
reflect and think ahead.  This extra time allows the participant to 
prepare and be ready to contribute to the discussion.

• 

Group Participation 

Cognitive Coaching States of Mind: 

When using positive intent you enter a conversation 
assuming the person you are speaking with is a 
competent, dedicated professional interested in a 
collaborative conversation. Too often in education 
negative presupposition occurs and questions often begin 
with “did you,” “have you” requiring only a one word 
response. These types of closed-ended questions do not 
engage the participants in reflective, deeper thought towards 
improvement.  
 When you assume positive intent you do not 
necessarily believe everything is perfect and happy or 
view the world through rose-colored glasses.  Rather, 
you assume that as an engaged professional the person 
has already taken steps towards improvement and you 
are now asking open-ended questions to generate 
thought and reflection on what has already occurred. This 
reflection then leads to generating possible next steps.

Positive Intent:

“Whatever anybody says or does, assume positive intent. 
You will be amazed at how your whole approach to a person 
or problem becomes very different. When you assume 
negative intent, you’re angry. If you take away that anger 
and assume positive intent, you will be amazed. Your 
emotional quotient goes up because you are no longer 
almost random in your response. You don’t get defensive. 
You don’t scream. You are trying to understand and 
listen because at your basic core you are saying, ‘Maybe  
they are saying something to me that I’m not hearing.’ So 
‘assume positive intent’ has been a huge piece of advice 
for me.”
            Indra Nooyi: Chairman and CEO, Pepsico
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Clock buddies: is a quick and easy way to create pairs for partnered 
activities while avoiding the problem of always having the same 
partners. Participants have a sheet with a clock face and slots for 
names extending from each hour on the dial. The basic idea is that 
each participant has his or her own copy of a Clock Buddies sheet, 
with the names of 12 classmates on each hour’s slot. Each of those 
other students, in turn, has this participants name in the matching 
hour slot on each of their clock sheets.  The number of buddies can 
be adjusted depending on the number of participants.

Brainstorming: encourages participants to focus on a topic and 
contribute to the free flow of ideas. The coach may begin by posing 
a question or a problem, or by introducing a topic. Participants then 
express possible answers, relevant words and ideas. Contributions are 
accepted without criticism or judgment. Initially, some participants 
may be reluctant to speak out in a group setting but brainstorming is 
an open sharing activity which encourages everyone to participate. By 
expressing ideas and listening to what others say, participants are able 
to adjust their previous knowledge or understanding, accommodate  
 new information, and increase their levels of awareness. 

• 

• 

Group Participation AGENDA STRUCTURES FOR 90/45 
MINUTE PLCS
90 minute PLC, twice per month  
(assume 75 minutes of substantive work)

 Opening - 15 minutes
     1. Role definition and norms
     2. Goals for this session
     3. Reflect/Report on action steps from previous  
           session 

 The Work - 50 minutes
     4. Content and Ideas – PLC-101, text based discussion,  
         group maintenance
     5. “Working on the Work” – data review, planning

 Wrap Up - 10 minutes
     6. Authentic reflection, projection to classroom
     7. Next steps / Action plans

 • Each pair of 45-minute PLCs covers the same  
    “content” as one 90-minute PLC. Agenda rotates  
     through A & B sessions that may be slightly different.  
     Ie, it is not the same agenda with each section taking  
     less time.
 • Roles stay fixed for both sessions
 • Half the group is responsible for reporting back each  
     session
 • The main reflection/action planning takes place in  
     the B session
 
 A-week
     1. Check in / roles – 10 minutes (including stragglers)
     2. The Work – 30 minutes
     3. Next steps – 5 minutes

 B-week
     4. Check in / roles – 10 minutes (including stragglers)
     5. The Work – 20 minutes
     6. Next steps – 15 minutes

45 minute PLC, four times per month  
(assume 40 minutes of substantive work)
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Glossary
Abductive Reasoning

Accountability

Achievement Data
Action Research

Aggregation

Assumption
Cause and Effect Analysis

Collaboration

Collaborative Data 
Conversation

Collective Responsibility

Common Assessment

Common Framework
Consensus

Correlation

A common-sense based “hunch” based on a set of facts.  This type of reasoning comes 
before inductive and deductive reasoning; all three types are necessary in order to 
form a hypothesis within a cycle of inquiry. 
To establish action-oriented goals and objectives regarding adult learning that will 
improve student learning, and then to hold people responsible for meeting those goals.
Data that measures student achievement
Action research involves deliberate, solution-oriented investigation that is group or 
personally owned and conducted. It is characterized by spiraling cycles of problem 
identification, systematic data collection, reflection, analysis, data-driven action taken, 
and, finally, problem redefinition. Action research involves teachers researching their 
own practice through the topics they select to explore. The purpose of action research 
is to help teachers improve their instructional practices by reflecting deeply on their 
work. At the foundation of action research is a teacher formulated question focused on 
an aspect of classroom practice. Action Research, when properly done is: systematic, 
thoughtful and intellectually provoking for the educator. 
The practice of combining data or looking at “big picture” data as a whole, or overall, 
piece of information.
Something that is proposed to be true without supporting evidence
Also known as the fish-bone analysis, this approach to problem solving shows the 
relationships and complexities between the effect (or the problem) and the causes. 
Correlation between two variables doesn’t necessarily mean there is a cause and effect 
relationship, so a cause and effect analysis would follow the discovery of a correlation 
to clarify the association. If causes are determined correctly and acted upon, then 
cause-and-effect analysis will have a positive effect on student achievement.
Engagement in deep discussions about teaching and learning while serving as resources 
to each other.
A conversation among colleagues who decide to have an equal responsibility for coming 
up with a hypothesis or action together. Key to the concept of data conversation is the 
idea that teachers are making decisions based on discussions they have had about 
student data, not based on assumptions about students. In this way, data is not the 
end result, but the beginning of a conversation that will lead to action. 
Responsibility for the learning of all students, not just those with whom educators have 
direct contact.
Assessments administered in a routine, consistent manner across a state, district, or 
school that can be compared across settings
A language for discussing teaching and learning that is non-judgmental and strengths-based.
The highest level of agreement without dividing participants into factions.
The relationship between two variables or factors, such as poverty and academic 
achievement.  Correlation does NOT necessarily show a causal relationship between 
two variables or factors!
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Culture of Data Transparency

Curriculum Data
Cycles of Inquiry

Data

Data Inventory
Data Literacy

Deductive Reasoning

Differentiation
Disaggregation

Distributed Leadership

Domain

Engagement Data

Essential Questions

Facilitation
FIMOP

Formative Assessment

Goal
Horizontal

Hypothesis

Inductive Reasoning

Inquiry

An environment where data is freely shared and discussed between all stakeholders 
(leadership, teachers, community, students, and parents)
Data that tracks how the curriculum is used and to what degree of fidelity. 
In the inquiry process, we analyze data to identify students with similar needs, develop 
and implement new instructional strategies, assess growth, analyze the results, share 
findings with colleagues, and begin the process anew. 
“Represents facts or figures that, standing alone, will not inform practice or lead to 
informed decisions.  To transform data into information requires putting data in context, 
and this typically requires a basis of comparison.”
Nacy Love (2002) defines data as the compelling evidence that grounds conclusions 
in actual results, not speculations
Provides a summary of all the types of data that are available in your school.
The ability to seek and answer questions about collecting, analyzing, and making sense 
of data (IES student achievement article)
The type of reasoning capable of producing the highest degree of certainty.  This type of 
reasoning examines broad generalizations and theories and tries to narrow them down 
into more specific truisms.
Tailoring of instruction to meet individual learners’ needs, styles, and interests.
Involves breaking a data set into different sub-groups as a way to compare the groups. 
The most common ways this is done in education is by looking at data in terms of gender, 
race/ethnicity, socioeconomic status, English language learners as compared to those 
whose primary language is English, and students with special needs as compared to 
the general education population, etc.
IES student achievement article: articulates how leadership work and tasks are shared 
and supported by individuals and structures across an organization(Spillane, Halverson, 
and Diamond (2004))
There are four domains, or sections, within each of the six phases: cycle of inquiry, 
differentiation, data inference, and data conversation.
Data that tracks how engaged students are in the educational process:  attendance, 
extra-curricular activities, etc. 
Questions that pose dilemmas, point to core ideas in a discipline, ask that knowledge 
be examined and can be applied across curriculum in multiple ways.  They reveal the 
complexity of content knowledge.
Providing guidance and direction while avoiding advice and direct problem-solving.
Aspects of instructional adjustments for differentiation, including Focus, Intensity, 
Method, Outcome, and Pace.
Assessment FOR learning, this type of assessment tells teachers what students know, 
understand, and can do, and is then used to help instructors make decisions regarding 
reteaching, pre-teaching, and adjustments to teaching.

Across content within the same grade level
IES student achievement article, tentative assumption made in order to draw out and test its 
logical or empirical consequences (Merriam-Webster Online Dictionary(2009)) Within the cycle 
of inquiry, it is the evidence-based assumption about students’ learning needs that teachers 
can test using instructional modifications and follow-up data about student performance.
A type of reasoning that happens when thinkers move from specific, narrow 
observations to more broad generalizations to try to find potentially true theories.
A process of questioning, testing, analyzing, and repeating based on instructional data.
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Instructional Data

Instructional Adjustment
LEA

Negative Evidence

Observation

Outliers

Patterns of Need

Phase

Professional Learning 
Community (PLC)

Positive Intent

Program Data

Progress Monitoring

Protocol

Qualitative Data
Quantitative Data

Re-teach

Reflection

Reflective Listening

Reliability
Root Cause

Refers to instructional resources available in a school that may lead to or detract from 
student achievement, and therefore should be considered as a source of information.
A change in teaching based on analyzing data through the cycle of inquiry.
Officially stands for “Local Education Agency,” or school district. Typically used in 
conjunction with the data coach district contact as “LEA Liaison.”
Considering data that contrasts with conclusions that seem evident to help the decision 
maker avoid jumping to conclusions.
Used by data coaches to watch teachers and other coaches in an effort to obtain 
information.  Has no evaluative impact or nature.
Data points that are not clustering within the same range range as the majority of points. 
An extremely high or low number in a set of numbers that affects the average.
We are talking about a pattern for a group, not a pattern for an individual student, 
or tracking individual student needs. By “Need” we mean that we are identifying 
something that needs to be addressed, something we will examine more deeply. This 
can be any type of pattern; does not necessarily mean that the pattern relates to an 
area of student weakness.
There are six phases within the taking action with data framework.  Each phase takes 
10–14 weeks to work through. Each phase can be divided into an A and B portion.
A group of educators committed to working collaboratively in ongoing processes of 
collective inquiry and action research to achieve better results for the students they 
serve.  Professional learning communities operate under the assumption that the key 
to improved learning for students is continuous job-embedded learning for educators.
Questioning with positive intent involves thinking through what information you want, 
and what assumptions you are making before you ask a question. It does not mean 
being optimistic or even framing questions in a positive way. If you assume a negative 
result has already taken place and you ask a question with this assumption already in 
mind, you have not used positive intent. 
Collecting data on the effectiveness of a program such as after school tutoring or a 
program within the school, like GT
An essential aspect of our Cycle of Inquiry.  Progress monitoring should occur frequently 
and involves ongoing checking of data points to allow for rapid adjustments to instruction.
A specified process that helps a group meet a predetermined observation, discussion or decision 
goal.  Well-designed protocols meet the needs of various learning and processing styles.
Descriptive data
Data that can be counted and are meaningful
Using data to determine what skills or concepts need to be retaught due to lack of 
understanding by students. 
Examining, assessing, and evaluating the decision that has been made. Reflection can 
take place before, during our after the decision.
A communication strategy where the listener seeks to understand the speaker’s idea 
by reflecting back the idea to the speak to confirm the idea has been understood.
Consistent result; repeated; replicable
Underlying interactions within the school system that could be contributing to the areas 
of concern.  For instance, if academic achievement is a concern, these systems may 
include, but are not limited to, interactions between/among Organizational Culture, 
Organizational Structure, Instruction and Preparation, External Factors, Student 
Demographics, and the Curriculum. (from cddre.org)
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Sample Size

Scaffolding

School-wide  
Inventory Initiative

Student Achievement
Subpopulations

Summative Assessment

Systems Thinking

Trends
Triangulation

Validity

Vertical
Solutions Oriented-Conversation

“As used in the continuous school improvement plan, refers to the deep underlying 
reason for a specific situation. While a symptom may be made evident from a needs 
assessment or gap analysis–the symptom (low student scores) is not the cause.  To find 
a root cause or causes one often has to ask Why? at least five levels down to uncover 
the root reasons for the symptom.” (from Bernhardt)
The number of members in your study of the population you wish to generalize to; the 
larger the sample size the smaller the confidence interval; the larger the sample size, 
the better because sample size relates to your ability to make claims
The idea that specialized instructional supports need to be in place in order to best 
facilitate learning when students are first introduced to a new subject
Instructional initiatives are programs that the school has consciously put in place to 
meet an instructional need. Can be targeted at a particular group of students or pertain 
to the whole school.  
Level of mastery of learning objectives
Groups of students with a common characteristic(s) such as race, gender, or 
socioeconomic status.
Assessment learning, usually in the form of a project or unit exam, those shows mastery 
of what students know, understand, and can do.
A specific mindset geared towards organizing a methodical, deliberate, orderly approach 
to solving a given problem (i.e., low student achievement) based on “viewing the whole 
and the interrelationships of the parts of the whole to each other.”
A movement or direction of data over a period of time.
The use of triangulation (multiple data collection methods) that involves using multiple 
data points to examine data.  Triangulation is one of three major ways to interpret 
qualitative data and is essential because it reduces the risk that a decision-maker 
will jump to conclusions based on insubstantial evidence.  Two other ways include 
looking for Patterns (in data) and examining Negative Evidence (data that is contrary 
to norm findings).
The extent to which an instrument measures what it is designed to measure and 
accurately performs the functions it is designed to perform 
Moving up and down between grade levels whether planning, meeting or discussing.
In a solutions-oriented conversation the participants are focused on examining data 
to create a possible solution for an identified need and then proceed through the cycle 
of inquiry in testing the solution.  

Web Resources 
Learning Forward (NCSD)   
   http://www.learningforward.org/index.cfm 
Center for Cognitive Coaching 
   http://www.cognitivecoaching.com/ 
Association for Supervision and Curriculum Development 
   http://www.ascd.org/Default.aspx 
Literacy Coaching Clearinghouse  
   http://www.literacycoachingonline.org/ 
Data Quality Campaign  
   http://www.dataqualitycampaign.org/ 

What Works Clearinghouse 
   http://ies.ed.gov/ncee/wwc/ 
Learning Focused 
   http://www.learningfocused.com/ 
Common Core Standards 
   http://www.corestandards.org/ 
Vision 2015 – Delaware   
   http://www.vision2015delaware.org/






