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For Collaborative Data Analysis
to Work, Leaders Must:

 Promote a culture of trust among faculty members and between
faculty members and leaders.

 Provide a “compelling direction” for teams to analyze data.
 Have interdependent teams and help them establish and follow an

explicit set of norms (ground rules) that promote collective 
inquiry and active involvement by all team members.

 Provide common planning time, structure, supports, and 
recognition so that teams can complete their work successfully.

 Permit teams the autonomy they need to act on their decisions
based on data.

 Promote internal team accountability for follow through to
implement the results of team data-based decisions.
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Key # 1 for 
Collaboration

BUILD TRUST 
among faculty and 

between administration 
and faculty members



Defining Trust
“Trust is one’s willingness to be 
vulnerable to another based on 
the confidence that the other is 
benevolent, honest, open, 
reliable, and competent.”

-Tschannen-Moran, Trust Matters (2004), p. 17
-See also Stephenson, Leading with Trust: How to Build Strong 
School Teams (2009).



Key # 2 for Collaborative
Data Analysis: Articulate  
a Compelling Direction

Effective self-management and high 
productivity of a team are 
impossible unless someone in 
authority sets a clear and 
compelling direction for the team’s 
work.



Why is this important?
In successful schools, teams 

spend a lot less time talking about:
• How disruptive Kami was in class
• How it is impossible to get Mrs. Conley to 

return our phone calls
• The few resources we are given to get all 

these kids to pass the state tests
• Why Ron never stops talking
• That Mike does not do his homework 



And a lot more time 
having . . .

“Frequent, continuous, and 
increasingly concrete and precise
talk about teaching practice 
focused on the attainment of 
explicit achievement goals” 

- Schmoker, On Common Ground (2005)



Articulating a Compelling Direction

A compelling direction is challenging.  It 
energizes team members and generates strong 
motivation to do well.
 It is clear.  It orients team members toward a 
common purpose.
 It is consequential.  It engages the talents of 
team members in important work.
 It answers the question: “Why do I have to 
do this?  I am a good teacher.”

-Hackman, Leading Teams, 2002



A Compelling Direction Increases the 
Passion of Team Members

Passion is important for at least two 
reasons:

1. The data analysis process is 
inherently messy. It never runs 
flawlessly.  Difficult times can be 
overcome through 
the tenancy and
persistence that are 
byproducts of passion.



Why Passion Is Important

2. Most educators are not driven 
to increase state test scores. 
Leaders must continually remind 
staff that the most important 
things the school hopes to 
accomplish to help kids can only 
be achieved if staff members 
work together.  



Leaders inspire passion by 
linking teachers’ hard work to a 

greater moral purpose. 
These are OUR kids and their learning.  
Our work is not about abstract concepts 
of state accountability or  school 
improvement.
In the midst of our hard work, we all need 

to be reminded of WHY 
we do what we do.



Daniel Pink:
Drive (2010)

By their very nature, human beings seek 
a purpose, a cause greater than 

themselves (a “purpose motive”).
As humans, we need to conquer a 

challenge.
We have an intrinsic motivation and a 

desire to solve problems.
Why couldn’t that cause be closing 

achievement gaps?



Key # 3: Establish interdependent teams 
and an explicit set of norms of 

collaborative inquiry for teams to follow.

• Data analysis must require 
members of the team to work 
interdependently to achieve a 
common goal connected to 
student learning.



Key # 3: Establish interdependent teams and 
an explicit set of norms of collective inquiry 

for teams to follow.

Once schools have interdependent teams, they need 
norms.

Norms are the SOP (standard operating procedure).
“They are the rules of behavior that are established and 

shared by group members.  They are like a roadmap for 
navigating how we are supposed to behave in a group.  
They tell us what is appropriate or inappropriate, what 
is right or wrong, and what is allowed or not allowed.  
They do not emerge on their own.  They are the 
outcome of people interacting with each other and with 
a leader.”

-Northouse, Introduction to Leadership (2009), p. 107.



In an effective team, there a high 
degree of collaborative or 
collective inquiry* devoted to 
finding and using best evidence-
based practices. 

* As opposed to
“averaging opinions”
*Bob Eaker’s terms

Key # 3: Develop an explicit set of 
norms for operation.



Key # 4 for Collaborative Data 
Analysis: Provide common planning 
time, structure, and supports so that 

teams can meet effectively.

Supports include:
• The most productive team organization
• Time during the work day for teams to meet
• A protocol to guide the dialogue
• Coaching to improve team performance
• Recognition of team accomplishments



Supports for Team Effectiveness

Grade Level (Elem)
Course (MS & HS)

Team members must share standards 
and have common assessments to complete 

effective data analyses.

Be sure it’s the right team.



When is the right time 
to conduct  collaborative 
data analysis?

• At a minimum, devote at least one hour to 
collaborative data analysis every two weeks, 
and this time must be held sacred and not used 
in other ways.
• According to several studies, schools that 
realized the greatest results from a shift to a 
data culture scheduled data dialogues several 
times a week.
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Frequency of Data Dialogues

Source: Stanford University, Stanford Research 
Institute, Education Week, January 24, 2004
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A  protocol provides structure.
A protocol consists of guidelines for 
dialogue – which everyone understands 
and has agreed to – that permit a certain 
kind of conversation to occur, often a 
kind of conversation which people are 
not in the habit of having.  
Protocols build the skills and culture 
necessary for collaborative work.  
Protocols often allow groups to build 
trust by doing substantive work together.



My Shameless Plug:
Classroom-Focused Improvement 

Process (CFIP):
A Question-Based Data Analysis Protocol

1. Understand the data source.
2. Begin with a question.
3. Look for class-wide patterns.
4. Act on the class patterns.
5. Address individual students’ 

needs.
6. Improve instruction in the 

next lesson.



CFIP-on-Line
www.mdk12.org/process/cfip
Key Understandings for CFIP
Preparing for CFIP (two faculty 

meeting and five team agendas and 
supporting material)

Conducting CFIP data dialogues
CFIP Templates
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Supports for Team Effectiveness

 Encouragement
 Ways to make adjustments and to  

“tweak” the data analysis process to    
make it work for each school

Be sure ongoing coaching is provided.



Supports for Team Effectiveness

Recognize teams that are implementing 
interventions that enable more students to 
be successful and connect the specific 
steps the team is taking to the student 
achievement increases they are 
experiencing.

“Getting better on purpose”
-Michael Fullan

Be sure to connect

victories to data analysis.



Key # 5: Permit teams the autonomy 
they need to act on the data.

Leaders must specify just how much 
autonomy the team will have and 
make sure members understand 
clearly up front what decisions 
are and are not theirs 
to make.



Autonomy of Teams to Act

This means that, if the data warrant, teams must be 
able to:
 Spend additional time on essential curriculum 
content that students have not mastered
 Modify or accelerate curriculum content based on 
individual student needs
 Provide multiple opportunities for students to 
demonstrate proficiency
 Implement in-class interventions
 Identify students for more extensive out-of-class 
interventions
 Modify the content, timing, teaching methods, and/or 
assignments for the next unit



Key # 6: Develop internal team 
accountability for follow through to 

the decisions that are made.

Follow through should include high quality 
implementation and a full evaluation of the 
effects of:
 Enrichments
 Interventions
 Instructional improvements to the next

unit



Ways to decrease the “knowing-doing” gap and to 
increase internal team accountability:

 Structured recording process: The template on which 
team decisions are recorded is circulated to all team 
members right after the meeting, so all members are 
clear on the follow-up actions that each has promised to 
do.  The template is also sent to the school leadership so 
the needed support can be provided.
 Team members are expected to provide data at the 
next team meeting citing student achievement results 
after the enrichments, interventions, and instructional 
improvements take place.



Ways to decrease the “knowing-doing” gap and to 
increase internal team accountability with CFIP:

 Ongoing lesson study: Implementation of key 
lessons is observed through repeated 
classroom visits by other team members to 
develop Gourmet Lessons.
Walk-throughs are conducted by team 
members of colleagues’ classrooms as 
enrichments and interventions are taking place 
to obtains insights as to what is working and 
why.
 Others?



The Six Keys to Unlock
Data Analysis

 Promote a culture of trust among faculty members and between
faculty members and leaders.

 Provide a “compelling direction” for teams to analyze data.
 Have interdependent teams and help them establish and follow an

explicit set of norms (ground rules) that promote collective 
inquiry and active involvement by all team members.

 Provide common planning time, structure, supports and 
recognition so that teams can complete their work successfully.

 Permit teams the autonomy they need to act on their decisions
based on data.

 Promote internal team accountability for follow through to
implement the results of team data-based decisions.
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