The Tuning Protocol: A Process for Reflection on Teacher and Student Work

Select several examples of student work.  You may opt to choose examples that received the same grade, or examples that you awarded varying grades.  Remove student names and any other personally identifying labels.  Make copies of all examples for all team members if possible.  

Be prepared to share with your coaching team:

1. The specific standards/benchmarks/objectives that you wanted students to demonstrate or achieve through completion of this assignment/project.

2. A synopsis of the context for the work (background of lessons/experiences leading to the assignment, options for completing the assignment, scoring rubric or grading procedure, etc.)

3. The area of emphasis or focus for the student work that you want the coaching team to address (e.g., alignment, rigor, relevance, etc.)

	
I.
Introduction
	Facilitator briefly introduces protocol goals, norms and agenda.  Participants briefly introduce themselves
	2 mins

	
II.
Teacher Presentation
	Presenter describes the context for student work (its vision, coaching, scoring rubric, etc.) and presents samples of student work (such as photocopied pieces of written work or video clips of an exhibition).
	15 mins

	
III.
Clarifying Questions
	Facilitator judges if questions more properly belong as warm or cool feedback than as clarifiers.
	5 mins

	
IV.
Pause to reflect on warm and cool feedback                                    
	Participants make note of “warm,” supportive feedback and “cool,” more distanced comments.
	3 mins

	
V.
Warm and Cool Feedback
	Participants share responses to the work and its context; teacher-presenter is silent.  Facilitator may lend focus by reminding participants of the area of emphasis supplied by teacher-presenter.  Remember the rule of 3:1 feedback (warm vs. cool).
	10 mins

	
VI.
Reflection/Response
	Teacher-presenter reflects on and responds to those comments or questions he or she chooses to.  Participants are silent.  Facilitator may clarify or lend focus.
	5 mins

	
VII.
Debrief
	Beginning with the teacher-presenter:  How did the protocol experience compare with what you expected?”  The group discusses any frustrations, misunderstandings, or positive reactions participants have experienced.  More general discussion of the tuning protocol may develop.
	5 mins


Guidelines for Facilitators

1. Take time to establish protocol meeting guidelines (group norms), and review those guidelines prior to beginning each session.

2. Be assertive about keeping time.  A protocol that doesn’t allow for all the components will do a disservice to the presenter, the work presented, and the participants understanding of the process.  Be careful not to let one participant monopolize.

3. Be protective of teacher-presenters.  By making their work more public, teachers are exposing themselves to kinds of critiques they may not be used to.  Inappropriate comments or questions should be recast or withdrawn.  Try to determine just how “tough” your presenter wants the feedback to be.

4. Seek specific feedback from participants. Many presenters may be accustomed to blanket praise.  Without thoughtful but probing “cool” questions and comments, they won’t benefit from the turning protocol experience.  Presenters often say they’d have liked more cool feedback.

Norms for Participants

1. Be respectful of teacher-presenters.  By making their work more public, teachers are exposing themselves to kinds of critiques they may not be used to.  Inappropriate comments or questions should be recast or withdrawn.

2. Contribute specific feedback around the focus area or emphasis requested by the teacher-presenter.  Without thoughtful but probing “cool” questions and comments, presenters won’t benefit from the tuning protocol experience.

3. Allow the teacher-presenter to reflect and respond to the feedback and the debriefing FIRST.  This gives the teacher-presenter the opportunity to reveal areas that had significant impact on his lesson and the resulting student work.

4. Be appreciative of the facilitator’s role, particularly in regard to following the norms and keeping time.  A tuning protocol that doesn’t allow for all components (presentation, feedback, response, debrief) to be enacted properly will do a disservice both to the teacher-presenters and to the participants.

