LEADING

BUILDING
A C U LT U R E
OF EFFICACY

Missouri Learning Forward | Show Me Conference 2020
Sarah Stevens
@Stevens3
Sarah@thecorecollaborative.com
www.LeadingImpactTeams.com

1

Starting with the End in Mind
The purpose of the Impact Team Model is to:
•
•

Develop assessment capable learners 1.33 ES (effect size)
Build collective teacher efficacy 1.57 ES

Observe the video and record strengths of the learner(s) and then make inference about the
teaching.
Learner Strengths

Inferences About Teaching
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Defining Impact Teams
Impact Teams are TEAMS of educators who PARTNER with students. They
INNOVATE to expand STUDENT OWNERSHIP. They SCALE UP their collective
expertise to MAKE A DIFFERENCE for ALL students.
EVIDENCE
What do I expect to learn?
§ Focus Standards | Learning Intentions and Success Criteria
§ Metacognition
§ Self-Regulation
§ Executive Functioning
§ Social-Emotional Learning (SEL) Habits of Mind

ANALYSIS
How will I know I am learning?
§ Self and Peer Assessment
§ Feedback
§ Monitoring my Learning Goals

ACTION
How will I adjust my learning?
§ Revision
§ Refine my learning goals
§ Practice new strategies to close the gap
§ Celebrate progress
What will I do if I already know it?
§ Accelerate using the progression
§ Go deep
§ Apply my learning to a new context
§ Celebrate success
Reflection | How would you define the Impact Team Model to stakeholders in your system?

www.LeadingImpactTeams.com

3

Architecture of the Impact Team Model
Directions: Use the graphic organizer to organize your thinking.
Learning Network
q Purpose
q Trust
q Communication

Structures
q
q
q
q
q

Trained Peer Facilitator
Team Roles
Weekly Protected Time for Inquiry
Clear Agenda | Purposeful Protocol
Cloud Storage

Processes
q Team Protocols
q Classroom Protocols

Read more about Impact Team Architecture on Chapter 3, page 27 of
Leading Impact Teams: Building a Culture of Efficacy.
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Ten Purposeful Protocols
PROTOCOL

PURPOSE

EAA Classroom
The Formative Process
in Action

Outlines the success criteria for teachers to support
deep implantation of the formative process based on the
5 core formative practices.

Unpacking for Success
Getting to Know Standards

To get to know the standards: cognitive demand,
learning progressions, relevance, big ideas and
essential questions and key competencies. This
protocol also supports designing criteria based tasks
and lesson planning.

Calibration
Collaborative Scoring to
Develop Inter-Rater Reliability.

To ensure that all members have a shared
understanding of what proficient is. Calibration
increases inter-rater reliability.

EAA Team Meeting
Analysis of Student Work

To analyze student work to determine collective actions
connected to the formative practices and the VL
research.

Check In
Monitoring Collective Actions

To "Check In" on collective actions. To replicate
successful actions and to make mid-course corrections
when our actions aren’t working.

Micro-Teaching
Video-Inspired Practice
Teaching

Micro-Teaching is organized practice teaching that
provides Impact Team members the opportunity to try out
small parts of lessons and/or strategies specific to the
formative assessment process using video. Video can be
open source or teacher developed.

Lesson Study
Evidence-Based
Collaborative Planning

Lesson study is a form of long term professional
learning in which teams of teachers collaboratively plan,
research and study their lesson instruction as a way to
determine how students learn best.

Peer Coaching
Amplifying Models of Success

Teachers work in partnerships to learn how to implement
strategies to support student ownership and agency.

Case Study
Investigation of a Specific
Demographic Group

A research method involving an up-close, in-depth, and
detailed examination of individual students.

Evidence Walks
Teacher-Led
Instructional Rounds

To gather evidence of success based on a school’s
focus through by analyzing low inference notes.
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Student-Centered Assessment
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EAA Classroom Protocol | The Formative Process in Action
Purpose
The EAA Classroom protocol is the heart of the Impact Team Model. The classroom protocol
operationalizes the five core formative assessment practices. The three phases of the protocol
combined, create a cycle of learning in which students and teachers partner together. Each phase
of the protocol supports teachers in deep implementation of the formative assessment process.
The length of each learning cycle is determined by curricular goals and student need.
The three-step framework, Evidence • Analysis • Action, is used to operationalize the formative
assessment process into classroom culture. The classroom protocol leverages the following
formative practices:
Learning intentions
Co-construction of success criteria
Self- and peer assessment with academic discourse
Feedback
Revision
Goal setting and reflection

o
o
o
o
o
o

Resources Needed
o
o
o
o

Time Needed

Unpacked standards, rubrics, checklists
Exemplars and samples of student work
Curriculum documents
Classroom peer feedback protocols
o Glow and Grow
o TAG Protocol
o Ladder of Feedback
o Critique Protocol

o
o

One class session or multiple class
sessions
Ongoing practice with the protocol is
suggested

Key Points
o
o
o

Formative assessment is a process NOT a product
The classroom protocol increases feedback to learners
Engages students in answering (1) Where am I going? (2) How am I going? (3) What’s
next?

Efficacy Connections
o

Mastery Experiences: Students gain mastery experiences when they have time to
practice and master critical learning goals.

o

Models of Success: Teacher teams frame models of success so students can learn
vicariously through each other.

o

Feedback: Increases feedback from multiple sources.

o

Safety: Students need a safe environment to take risks while practicing new material.
Students need to feel safe to fail and feel safe when being challenged.
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(1) EVIDENCE
Learning Intentions and Success Criteria
Students can articulate learning intentions and success criteria.
Students engage in co-construction of the success criteria with their classmates and teacher.
Students can identify success criteria in student work samples and exemplars.
Students reflect regularly using essential questions connected to big ideas.
Assessment Tools
Criteria-based tasks are developed and are aligned to the focus standards (check-lists, rubrics).
Exemplars are annotated by success criteria and are visible to students (note-books, LMS, classroom environment).
Samples of student work are used to clarify success criteria.
(2) ANALYSIS
Peer and Self-Assessment, Feedback
Students use rubrics and/or check-lists when engaged in self-assessment and peer-assessment.
Students get regular practice applying the success criteria.
Students can identify success criteria in each other’s work.
Students can give and receive feedback based on the success criteria in a respectful manner.
Students engage in reflective dialogue with peers and teacher based on rubrics and/or checklists.
Students get regular feedback from teacher to lift the accuracy of their self- and peer assessments.
(3) ACTION
Goal Setting, Revision, Feedback, Tracking System
Students reflect on their strengths and next steps based on feedback from peer and self-assessment and teacher.
Students create SMARTER personal learning goals based on feedback.
Students revise assessment based on feedback tied to rubric and/or checklist.
Students keep track of their progress and mastery of Focus Standards (they have a way to organize their learning).

NM

EAA Classroom Implementation Rubric | Formative Assessment Process in Action
M
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EAA Team Meeting | Analysis of Student Work
Purpose
The EAA Team Meeting protocol has been designed to analyze evidence (student work, student
voice data, etc.) across three to four student performance bands so teams gain an understanding
of their impact and determine collective actions based on in-depth analysis. Impact Team meetings
are rigorous, highly efficient, and result in evidence-based decision making.
The three-step framework, Evidence • Analysis • Action, is followed for team meetings to
o Stay focused
o Stimulate collaborative inquiry
o Analyze student work effectively and efficiently
o Build collaborative expertise
o Understand impact
o Determine collective actions

Resources Needed
o

o

o

Time Needed

Student work organized by
performance bands including
students’ self-assessments,
reflections, and/or goals
Access to shared team folder:
unpacked standard, team notes,
criteria-based task, pacing guides,
etc.
Projection or Cloud Drive

o

45–60 Minutes

Analysis Key Points
o
o
o
o
o

Objective
Focus on student cognition
Focus on conceptual understanding, level of skill attainment, learning dispositions, metacognition, interpersonal and intrapersonal domains
Refrain from labeling students
Focus on student learning behavior(s) that are within the control of the teachers

Efficacy Connections
o

Mastery Experiences: Understanding impact to stimulate team mastery experiences.

o

Models of Success: Analyzing student work results in the collection of model papers that
teachers can use to communicate expectations regarding proficiency to students.

o

Feedback: The analysis of student work provides feedback from learners to teachers.

o

Safety: Teams have to feel psychologically and physiologically safe to increase relational
trust.
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Feedback: (please use success criteria from this rubric to inform feedback to the team)

(1) EVIDENCE
Evidence is based on the success criteria of the focus standard.
Evidence provides a window into students’ thinking.
Evidence is disaggregated by three to four performance levels (exemplary, proficient, progressing, not yet).
Evidence is prepared for discussion prior to Impact Team meeting.
Evidence includes diverse data set (formative assessment, peer and self-assessment, goal setting sheets, etc.).
(2) ANALYSIS
Analysis is based on success criteria.
Strengths and next steps are based on root cause or “the why.”
Analysis focuses on what is controllable within the school day. Labeling students is not allowed during analysis.
Analysis is by each performance level.
Next steps are determined for each performance level and are aligned to core formative practices.
Next steps must reflect the learning progression.
(3) ACTION
Team creates instructional plan using clusters of high impact strategies for each performance level.
Team creates SMARTER goals for each performance level.
Team implements and monitors action plan for all learners.
Team reflects on instructional plan to determine impact on learning.
Team records collective actions that have the greatest impact.

EAA Team Meeting | Analysis of Student Work
NM

M
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Students co-construct success
criteria with the teacher based
on samples of student work.
The teacher and peers provide
feedback based on success
criteria.

Students respectfully identify
strengths and next steps using
the learning intentions and
success criteria.
The teacher and students
negotiate goals together based
on feedback aligned with
success criteria.
Students support each other
with revision based on
feedback.

Students reference teacherdefined success criteria.

Students use teacher feedback
to improve their performance.

The teacher models and guides
the self- and peer-assessment
process for students.

The teacher communicates
goals to students.

The teacher guides students in
determining what and how to
revise based on feedback.

Success Criteria

Evidence-Based
Feedback

Self- and PeerAssessment

The Student-Centered Assessment Continuum is adapted from the work of Carol Rolheiser.

Revision

Goal Setting

Students can explain the
learning intentions in their own
words.

EXPANDING

Students can repeat the
learning intentions.

DEVELOPING

Learning Intentions

PHASE

STUDENT-CENTERED ASSESSMENT CONTINUUM

Students can independently
revise their own work based on
feedback from many sources.

Students independently
develop goals based on
feedback aligned to success
criteria.

Students value the self- and
peer-assessment process and
use the process independently.

Feedback comes from many
sources and is based on
success criteria; feedback is
valid and reliable.

Students revise and refine
success criteria based on their
specific needs.

Students can track their
progress and mastery of the
learning intentions.

EMPOWERED

10
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EAA Classroom Protocol | Self-Assessment
The Impact Team Model utilizes a classroom protocol to guide implementation of
the formative process. Self Assess on the EAA Classroom Rubric on page 20.

Team Strengths

Next Steps

Learn more about classroom protocols (Glow and Grow, TAG, Ladder of
Feedback) that leverage self and peer review in Appendix D, Page 105.

www.LeadingImpactTeams.com
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Take the Impact Team Challenge
6 Steps to Success
Take the Impact Team Challenge using our SIX Steps to Success…build a culture of efficacy!

EVIDENCE

1. Develop Formative Tasks

For Impact Teams to be successful, they unpack focus standards to design formative,
criteria-based tasks (e.g. writing a clear concise summary). Students learn content deeply
when they read, write and talk about it. Teams co-construct standards-based rubrics and/or
checklists with students so students can ownership of the success criteria. Success criteria
describe characteristics of quality products and performances.

2. Create Models of Success

Samples of student work are key to clarifying the success criteria of the rubric. When
students annotate exemplars using the success criteria, clarity deepens. Proficiency
has to be clear, understood and communicated to students so they understand
the expectation.

3. Practice & Approximate

We all need practice when learning something new, lots of practice. Students can
practice in partnership with the teacher, with peers and independently. Practice makes
permanent!

ANALYSIS

4. Expand Self & Peer Review

Learning is social and reflective. We scaffold reflection by modeling and guiding students
through the peer review process using student friendly protocols. Students use their
knowledge of the success criteria and compare their work to models of success. Students
receive feedback from multiple sources as they practice.

5. Analyze for Impact

Impact Teams analyze student work so they understand why students are successful
and why students are struggling. Teams embrace the notion that ‘we are change agents’
and analyze the impact of their actions.

ACTION

6. Take Collective Action

Impact Teams take collective action sharing their knowledge of high effect strategies and
influences. They determine collective actions after they analyze student work.
Impact Teams believe that ‘we is smarter than me’.

www.LeadingImpactTeams.com
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CURRICULAR CLARITY CONSIDERATIONS
Curriculum Components

Not Yet

Focus Standards & Learning Progressions
1 Focus standards selected with vertical teams
2

Focus standards have been unpacked vertically

Coherent Pacing
3 Focus standards coherently placed in units (content, process and
4
5
6

interdisciplinary standards)

Cognitively demanding focus standards placed in early units and repeated
across units.

Focus standards or practices repeat across units.
Check for vertical and horizontal coherence.

Formative
Formative Process &
7 Time is allotted for the formative practices
8

Criteria based mini-assessments are developed

9

Success
S
uccess criterion has been developed for product

10

Impact Team Inquiry is recommended in pacing

11

System is in place for students to monitor progress

12 Time is allotted for goal setting, revision, reflection & portfolio development.
13

Authentic performance assessments developed strategically in some units

Re-engagement
14

Extra time is given for re-engagement and practice during core instruction.

15

Time is dedicated outside of core instruction for intervention and acceleration.

16

Students are re-assessed to determine if re-engagement had impact.

High Impact Strategies
17

Strategies are recommended that connect to big ideas of focus standards

18

Description of strategy including the process and why it works

19

Process based success criteria are developed for strategies.
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