Data Meeting Fundamentals
WHAT IS A DATA MEETING?

Data Meetings are meetings in which a coach works with a teacher to meet two goals:

1. Preparation and execution of a strong Data Driven Plan: Ensure that the teacher has made appropriate, evidence-based, instructional decisions for his/her students and is able to execute on a concrete action plan.
2. Development of teacher skill in Data Driven Instruction: Support the teacher in developing his/her skills in data driven instruction- using data to diagnose student understandings and skills and develop a plan for instruction that meets students’ needs.
Data meetings may occur with an individual teacher or with a group of teachers that teach the same grade and content and are analyzing their own student’s work on the same assessment.  While data meetings could occur at any point in the year, this power skill is focused on data meetings that occur within the week after IA data has been uploaded, including the time provided during Data Day.  Finally, while data meetings play an integral role in supporting and holding teachers accountable for using data to drive instructional decisions, they are not the only practice of a school with strong data driven instruction and their impact is only further enhanced by robust mindsets, training, and ongoing data analysis and planning.

WHAT ARE THE KEY OUTCOMES OF A DATA MEETING?

Effective Data Meetings lead to teachers coming away with the following key outcomes:

· Understanding the Headlines:

· Teacher understands how his/her students performed in context (relative to other classes/schools, previous year’s performance, class and individual student goals) and has a sense of the level of urgency needed to accomplish goals.

· Whole Class Diagnosis and Instructional Plan: 

· Teacher identifies and prioritizes which standards/ skills students are struggling with.

· For each standard/ skill, teacher diagnoses student skills and understandings to unpack WHY students missed this standard/ skill.  The why includes analysis both of HOW the teacher taught the standard and an error analysis of student work.

· For each standard/ skill, teacher names clear ways HOW to teach the standards/ skill and WHEN that instruction will take place. Teacher updates unit overviews (aims sequences mainly) and lesson plans to reflect the data.

· Teacher has a clear plan for cumulative review of standards that were mastered.

· Individual Scholar Analysis

· Teacher understands which students are not making progress and/or are furthest from the goal and develops a clear plan for differentiation, remediation, and/or intervention.  Instructional plan names the students, standards, how to address students’ instructional needs, and when this instruction will take place.

· Teacher understands which students may need more acceleration and challenge and develops an instructional plan for those scholars.

WHAT IS THIS DOCUMENT AND HOW SHOULD IT BE USED?

The following document is a vision of excellence for the Data Meeting. This document should be used by coaches in thinking about their own practices and their own development towards this vision of excellence.   It is also meant to support principals and regional superintendents in providing feedback for coaches on how well the coach is supporting and developing teachers in using data to drive instructional decisions.  

Foundational Coach Skills: Knowing that not every coach will start at an exemplary level, we have highlighted in green the foundational skills that every coach should begin with in their preparation, facilitation, and follow through.

	1) Preparation for Data Meeting

	Category
	Guiding Questions
	Description of Strong Coaching

	Understand the Expected Rigor of Student Work

	Unpacking the Rigor of the Standards 
	Do I have a strong understanding of the expected rigor for student work, including an exemplary response? Is our instruction planned to meet the breadth of the standard based on the scope and sequence?
	· Unpacking Rigor Expectations: Prior to the start of instruction (6-8 weeks before an IA), the coach has analyzed and annotated the standards and the expectations for student work. This is a part of the Unit Unpacking process. Coach also ensures that the teacher has also done this annotation accurately.
· Annotations pulls out the skills and knowledge that scholars would have to master, as well as the common misconceptions or skill gaps that scholars may have.

· For open ended questions, the coach has ensured that the teacher can clearly articulate a picture of a top quality response and has broken down what students would need to know and do to get to that response. Whenever possible, the coach ensures that the teacher has a student written top quality response to reference.

· Monitoring Instruction: In observations of classroom instruction and review of lesson plans, the coach is looking at the rigor of instruction through the lens of the assessment, scope and sequence, and diagnostic data to ensure that teachers are teaching at a high and appropriate level of rigor.  Coach is also monitoring that teachers are not limiting the scope of instruction to question types.

	Setting Expectations and Providing Support

	Setting Expectations and Providing Support
	Have I clearly articulated the expectations and timeline for pre-work and teacher outcomes? Have I trained teachers sufficiently to come to the data meeting prepared with their own analysis?
	· Timeline: Coach has mapped backwards from the data meeting date to ensure that teachers have time to prepare analysis prior to the data meeting.  Coach has also blocked off time on his/her own calendar to do own analysis.  Coach communicates key deadlines to teachers two weeks in advance.
· Setting Expectations: (see sample expectations) Coach has explicitly named the expectations for teachers prior to, during, and after the data meeting and provided an exemplar of the expected outcomes (i.e. completed Data Driven Plan). This includes ensuring that teachers are prepared to bring student assessments or work to the data meeting.
· Supporting Skill Building: (see sample training) Coach has provided impactful training and practice for teachers prior to the data meeting.  Through these trainings and other opportunities for practice, teachers have mastered the skills of diagnosing student skill gaps and misunderstandings and developing a plan to address scholar needs.  

	Preparation for Meeting

	Reading the headlines
	Do I know the big headlines from this data in order to celebrate successes and drive urgency?


	· Identify Big Headlines: Coach has looked at the data in context and has accurately pulled out the global trends.  This big picture look at the data helps to frame the celebrations with the teacher and the sense of urgency moving forward.

· Data in Context: Coach aims to answer the following questions: (when appropriate)
· How well did the class do as a whole? Compared to other classes/schools? Compared to last year? (This could be on the standards level.)

· How did the class do on prioritized standards?

· How did the class do on old versus new standards?  Are they forgetting or improving on old material?

· Is the class progressing appropriately in order to meet end of year goals?  

	Preparation of a “back pocket” analysis 

	Am I familiar enough with the data to be able to vet that the teacher’s analysis and plan is accurate?
	· Preparation: (see example “back pocket” analysis) In conjunction with the coaches’ analysis of the assessment, coach has prepared a “back pocket” analysis that will allow him/her to ensure that the teacher’s analysis is accurate and to help guide a teacher towards stronger diagnosis and next steps if the teacher’s initial diagnosis is not accurate or comprehensive.
· Differentiation: Coach’s level of analysis is relative to the teacher’s skill level and coaches’ familiarity with the content.  If the teacher has stronger skills in data analysis, the coach may choose to start by verifying the teacher’s plan.  Even with a strong teacher, if the content is not as familiar to the coach, the coach should prepare a “back pocket” analysis.
· Content-Specific: Coach has followed the process for analysis that is consistent with that content area. When he/she is not the content expert in this area, the coach has worked with the content expert in order to ensure that the solution is consistent with strong content specific practices and has compiled related resources that may support the teacher in this action step.
· Team Meetings: If coach plans to facilitate analysis in a team meeting, the coach has reviewed each teacher’s outcomes and noted differences in trends as well as student misunderstandings.

	Analysis of teacher’s analysis
	Have I reviewed the teacher’s initial analysis to assess any gaps or lack of clarity in the teacher’s plan? 
	· Assessing Gaps: Coach has compared his/her own analysis to the teacher’s analysis to determine gaps in the teacher’s analysis or areas where the analysis is unclear and needs more fleshing out.  Areas of focus could include: addressing when the analysis wrong, the plan doesn’t match the analysis, plan is not concrete, priority areas are incorrect or mission 
If the teacher’s analysis doesn’t meet a minimum bar, the coach gives written feedback and asks the teacher to do the analysis again in preparation for the meeting.

	Choosing areas for focus
	Am I preparing to maximize the time in the data meeting by focusing on the highest impact areas?
	· Focus: The coach has determined the key areas for focus during the data meeting.  The coaches’ planning allows for the meeting to move as swiftly as possible towards the instructional plan, while helping to build teacher skill in diagnosis.

· Team Meetings: In cases where the coach is meeting with a group of teachers, the coach has chosen standards/trends that will be high impact for the majority of teachers in the room and may also identify outlier teachers who can share strong instructional strategies.  

	Plan out targeted probing questions
	Am I prepared to guide the teacher through the analysis in order to build teacher skill AND ensure the teacher is leaving with the right instructional plan?
	· Planned Questions: (see example annotated DDP) After reviewing the teacher’s DDP, the coach has planned out targeted probing questions that focus in on the highest levers for the teacher. Coaches should generally prioritize ensuring that plans for whole group reteach are strong and clearly articulated prior to focusing on cumulative review or student differentiation planning.

· Prioritized Items: The coach also notes which items will need to be addressed in a separate conversation or via e-mail.


	2) Facilitation of Data Meeting
	

	Category
	Guiding Questions
	Description of Strong Coaching
	Example Coach Comments

	Sections of the Data Meeting (see sample data meeting agenda)
	

	Understanding the Headlines 
	· Does the teacher understand her scholars’ progress in the greater context?

· Have I clearly communicated and engaged the teacher in the urgency around student progress?

 
	·  Precise praise: The teacher can clearly identify areas in the data where students are mastering content, as well as improved performance from the previous assessment.  Coach can elaborate on these wins by providing some hypothesis of strong teacher practices that may have led to these strong outcomes which are tied to observations or reviews of lesson plans. Praise may tie directly to previous feedback and connect to teacher learning goals. The message of “keep doing this” is clear. 

· Data in Context: The teacher can reflect on scholars’ progress in the context of comparable classes, year over year performance, individual and class goals, etc. (See list of key questions in “Reading the Headlines.)  Given the analysis of the headlines, the coach can provide additional context to drive a sense of urgency around student progress if the teacher is not already demonstrating it.
· Effective and Efficient: The focus on the headlines is facilitated in a way that is both effective and efficient.  This should not take the bulk of the meeting.  
	· “You named those two standards as big areas of growth. What did you do as a teacher to drive that?”
·  “Yes. You were relentless about including last IA’s successes and strong exit ticket data in cumulative review, and you graded the class and HW C.R. And ALL the previously mastered standards stayed green. Bravo! Keep doing that!”
· “On a scale of 1-5, 5 being let’s celebrate and 1 being let’s declare a national emergency, where are we with this data? … Why?”
·  “Did these results surprise you? Why, why not?”

·  “What does the data from the network and this year v. last year data tell you?” 
· “If we struggled on geometry last year and we knew that was a tough spot, why did we struggle again?"
·  “You are being hard on yourself.  Yes, there is room to grow, and we are a long way from the big goals, but you had the 2nd highest growth of any teacher in the network. Can we celebrate that for a moment?”

	Diagnosis of Student Skill Gaps or Errors
	· Is the teacher diagnosing the student work at the skill or error level?  Can the teacher clearly answer the question: “Why did my students miss this?” with strong evidence from student responses?
	· Test in Hand Diagnosis: The teacher and coach look at the student work together to diagnose student skill gaps or errors.  This analysis is concretely driven by evidence in the student work and student responses. If the coach is facilitating a team meeting, each teacher looks at his/her own scholars’ data to do the test in hand analysis.  
· Teacher Impact: When applicable, coach guides teacher through process of reflecting on his/her own instructional approach and how this led to these student skill gaps or misunderstandings.
· Focus on Individual Students: In addition to whole class diagnosis, the coach supports the teacher in diagnosing specific needs for the 3-5 most struggling scholars in the class. This diagnosis may require the analysis of additional data in order to accurately diagnose the most critical needs of these scholars.  This process if highly differentiated for teachers.  For less skilled teachers, may be replaced by the coach providing a single strategy for supporting the most struggling scholars.  For very skilled teachers, may include additional analysis of other groups of scholars (advanced scholars, scholars approaching proficiency/advanced, retained scholars, etc.) to determine key differentiation that may particularly target this group.
	· “Let’s look at question #5 and #8. What do you think your students did well on? Not well on? … What is your evidence for this”

· “Let’s look at two low, two medium, and two high students. What are you noticing about the what the high students CAN and CAN’T do?”

· “What is the difference between their answer and the best answer … okay, what would you do instructionally differently to get them to the best answer?” 
· “Who are the scholars you are most worried about? Why?”

· “You mentioned Nathaniel and Carlos because they scored the lowest. What do you notice about the types of questions they are missing compared to the ones Enasia is missing? … (They are more careless or quick mis-reading questions). So who has deeper conceptual issues?”

· “What are the specific standards and misconceptions that James H. has? … And how can you address them?”

·  “You said Kayla struggled with drawing inferences, do you see the same trend in her F&P/STEP assessments?”
· “What students will be in your ‘whatever it takes’ interventions? What standards? … when … for how long?” … “And let’s talk about these standards? What are these students not understanding about this first standard – and how would you teach that?”



	Concrete Instructional Plan
	· Is this plan going to lead to better outcomes for students?

· Is the teacher walking away with actionable next steps?

· Does the teacher walk away able to execute the next steps?
	· Tied to Diagnosis: The coach guides the teacher to develop an action plan based on the diagnosis of student skill gaps or errors.  This plan is captured on a data driven plan or incorporated directly into an aims calendar or lesson plan for future lessons. 
· Bite-sized: The plan is broken down into concrete, actionable next steps with clear deadlines. (i.e. Not “incorporate more non-fiction texts” but “spiral in non-fiction texts in do nows 2 times/ week.”)  If the coach is facilitating a team meeting, clear owners are assigned to each next step. 
· Accountability: The teacher and coach jointly plan and commit to next steps for the upcoming cycle.  The teacher is extremely invested in these next steps.
· Guided Practice: The teacher can clearly articulate the next steps and has an opportunity to practice next steps that may be new to him/her (ie. Planning more rigorous inference questions, modeling chunking words for students, etc.) or knows when he or she will have the opportunity to have more practice (i.e. future coaching meetings, lesson plan reviews, etc.)  When appropriate, coach skillfully works with the teacher to apply the action step through lesson design or simulated practice. The teacher has adequate time to practice.

	· “Okay, we’ve identified five key standards for re-teaching. Let’s talk through how long it will take for each, what the bite-sized aims are, and where in your aims sequence you are going to fit that in.” 
· “For standard 12 assessed on questions 5 and 16, you’ve identified that as a problem-area that you will reteach. And we have the aim for that day. How will you teach that? Walk me through that mini-lesson?” 

·  “You mentioned that you need to add in more rigorous inferential questions like the ones they missed. Great. Let’s get out your next three lessons and do that right now.” 

· “So I should see all of these reflected in your revised lesson plans that you will turn in on Friday.”  “I’m looking forward to seeing this in your instruction. So I’ll be in your class for three 15-minute pop-ins this week. I’ll be looking for the rigor of your questioning aligned to theme and mood questions and for you to push for right-is-right and two pieces of evidence for all questions.” 

·  “So you are going to email me the assessment for your ‘whatever it takes’ intervention by Friday afternoon. Great. I look forward to giving you feedback on it.” 



	Overarching Qualities of Facilitation

	Skill Building
	· Is the teacher doing the heavy lifting of diagnosing student misunderstandings and planning based on the diagnosis?
	· Guided discovery: Coach narrows in on priority standards/trends and skillfully asks targeted open-ended questions and scaffolded follow-up questions to guide the teacher through the test in hand diagnosis of student misunderstandings and planning of concrete next steps.

· Heavy Lifting: Coach’s facilitation pushes the teacher to do the heavy lifting of diagnosing student misunderstandings and planning based on the diagnosis.  This is also evident in the ratio of coach talk to teacher talk.
· Differentiation: Coach adjusts his/her level of guidance based on the teacher’s skill level in analysis.  In some cases it may be helpful to model the analysis and then break down the process of analysis with guiding questions.  In the case of a more experienced teachers, the skill building may focus on choosing an appropriate plan for instruction. 

	Facilitation of Meeting 
	· How is the meeting facilitated? Is my facilitation timely and motivating?
	· Timeliness: Data meeting occurs within 1 week of results being available to teachers.  
· Rapport: Coach skillfully builds a positive relationship with teacher.
· Transparency: Coach shares the goals and format for the meeting in a way that engages the teacher in skill building.
· Investment: The teacher is deeply invested in the process and is hungry to learn and grow.
· Matching: Coach skillfully matches the degree of scaffolding to the teacher’s reflectiveness, mindsets, experience and instructional knowledge.
· Focus: The conversation maintains strong focus and completely maximizes time. 


	3) Accountability and Results

	Systems for data meetings
	· Have I followed my plan to ensure that teachers and I were prepared for the data meeting?

· Did my communication help to set clear deadlines and expectations for teacher analysis and planning?


	· Execution of Plan: The coach has executed on the timeline he or she developed to ensure that teachers are prepared for the data meeting.  Coach provided resources (DDP templates, etc.) are shared with teachers according to the expected timeline. Coach’s communication was clear in capturing deadlines and providing exemplars to illustrate expectations for outcomes.  

	Teacher Outcomes
	· Do I see evidence of planning from the DDP in the teacher’s classroom during observations?

· Do teachers perceive that their skills in diagnosing student understandings and skill are improving?
	· Follow through on action steps: The teacher and coach both follow through and execute on action steps after 3-5 days (i.e. revised lesson plans, shifts in instructional strategy).
· Teacher perception: Teacher(s) respond to the question “How effective are you at diagnosing student misunderstandings using data?” on the Network Support survey, as well as timely surveys after each Data Day, with at least “confident, but check my thinking.” 



For additional resources in preparation for Data Day including Data Day Agendas, Team Meeting Agendas, teacher DDPs, etc. click here.
