
Schools are beginning to discover 
that new ideas, knowledge, 

creation, inquiry and sharing are 
essential to solving learning 

problems in a rapidly changing 
society.

- Fullan (2001)

DATA 

TEAMS
PGSD

What Comes First?

The “data”
or 

the “team?”



1.Collect and chart data.
Data Teams gather and 
display data from formative 
assessment results.  Through 
the disaggregation in this 
step, teams will be able to 
plan for the acceleration of 
learning for all students.

Data
Teams

Process

2. Analyze data and prioritize 
needs. Data Teams  identify the 
strengths and needs of student 
performance and then form 
inferences based on the data.  
Data Teams also prioritize by 
focusing on the most urgent 
needs of the learners.

3. Set, review, and revise 
incremental SMART goals. 
Teams collaboratively set 
incremental goals.  These short-
term goals are reviewed and 
revised throughout the data 
cycle.

4. Select common 
instructional strategies. Teams 
collaboratively identify research-
based instructional strategies.  
The determination is based on 
the analysis in Step 2.

5. Determine results 
indicators. Data Teams create 
descriptors of successful strategy 
implementation as well as 
improvements to be seen in 
ongoing student work that would 
indicate the effectiveness of the 
selected strategies.

6. MONITOR 
AND EVALUATE 

RESULTS.

The Data Teams Process for Results
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Data Team Meeting Sequence and Summary 
 

 
Before - Instruction Collaborative Data Team Meeting 
 
Summary:  At this meeting, the team discusses the pre-assessment data that have 
been collected by individual teachers and listed on the data team meeting template. 
 
Step 1 – Collect and Chart Data 
 
Data team members examine the data from the pre-assessment which depicts the 
current state of students’ understandings of concepts and application of skills. 
 
Step 2 – Analyze Data and Prioritize Needs 
 
Using student work, the team identifies strengths, trends, patterns, errors and 
misconceptions, and lack of proficient levels of skill application. They also discuss and 
identify root causes of proficient and non-proficient student performance. 
 
Step 3 – Set, Review, and Revise Incremental SMART Goals 
 
The team sets one or more SMART (Specific, Measurable, Achievable, Relevant, 
Timely) goals, during which they: 
 

• Choose the specific student group and/or specific content skills and application 
• Choose the measurement tool (CFA) 
• Establish the relevance of the goal 
• Schedule the date of the next assessment 
• Specify the desired outcome (% gains or % of students proficient 
• Validate that the goal is achievable 

 
Step 4 – Select Common Instructional Strategies 
 
Team members re-visit the performance strengths, errors and prioritized needs and 
proceed to brainstorm effective instructional strategies, which, when implemented 
appropriately, will result in improved student learning. Teams will choose one to three 
strategies and agree to implement them during a pre-determined instructional period, 
such as that of a particular unit of study. 
 
Step 5 – Determine Results Indicators 
 
The team specifies how they will know if their strategies are working. They ask 
themselves questions like: “What teacher actions are required for appropriate 
implementation and to improve student performance?” “How will we know that our 
students have been successful?” The team establishes a cause and effect relationship 
between the strategies and the results. (If/Then) 
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Monitoring Collaborative Data Team Meeting 
 
Summary:  Monitoring meetings, held between the pre and post assessments are a 
critical time to discuss the effectiveness of the instructional strategies. They are a time 
for collaborative professional learning, clarification of goals, mid-course brainstorming 
and adjusting of instruction. Monitoring meetings should become a predictable part of 
the data team cycle. 
 
Step 1 – Collect and Chart Data 
 
There is no hard data to chart yet, but formative information (student work samples, 
teacher checks for understanding, etc) is available.  
 
Step 2 – Analyze Data and Prioritize Needs 
 
Team members review student work samples brought to the meeting to analyze the level 
of appropriate implementation of agreed upon strategies and to determine if 
modifications are required. 
 
Step 3 – Set, Review, and Revise Incremental SMART Goals 
 
The team revisits its goal(s) and re-commits to it/them. 
 
Step 4 – Select Common Instructional Strategies 
 
The data team leader makes sure that team members know how to effectively 
implement the strategies identified during the preceding meeting. Sometimes, teachers 
are invited to model effective strategy steps for their colleagues. Discussion occurs on 
guiding questions, such as: “Are the chosen strategies being implemented with fidelity?” 
“What additional training or support is needed to improve the implementation of the 
strategies?” 
 
Step 5 – Determine Results Indicators 
 
The team uses results indicators to drive their conversation as they reflect on whether 
students are increasing their level of proficiency as evidenced by the work they are 
reviewing, so that the data team goal will be met. This is the team’s opportunity to make 
mid-course corrections. 
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After – Instruction Collaborative Data Team Meeting 
 
Summary:  This meeting is held at the end of the unit of study and after a post-
assessment has been administered. The team follows the traditional data team process. 
 
Step 1 – Collect and Chart Data 
 
The team examines the post-assessment data posted on the chart, and collaboratively 
discusses what the data represent. 
 
Step 2 – Analyze Data and Prioritize Needs 
 
Using the student performance data collected and student work from the assessment, 
the team identifies strengths, errors, and misconceptions. Discussion focuses on 
whether and how much students have improved. 
 
Step 3 – Set, Review, and Revise Incremental SMART Goals 
 
The team reviews its goal (s) and determines whether to set new goal (s), or revise the 
current goal (s) based on results to date. 
 
Step 4 – Select Common Instructional Strategies 
 
It is critical that teachers analyze their use of the instructional strategies to refine them or 
consider others that may be more appropriate. Team members must ask themselves 
“Did the strategy lack the desired effect because it was not ideally suited to the need?” 
“Have variations in the implementation of strategies led to discrepancies in student 
performance?” If the strategies were successful and the team decides to shift its focus to 
another goal, the analysis of strategies serves as important reflection on professional 
practice in which teachers think about why their work has been successful and then add 
to their bank of practices. 
 
Step 5 – Determine Results Indicators 
 
New results indicators are developed only if the goal(s) and strategies were revised. 
Teams ask themselves “What is the new picture of what successful implementation will 
look like?  “What changes in student performance should be expected if the strategy is 
working?” 
 
Step 6 – Monitor and Evaluate Results 
 
The most successful professionals are those that continuously reflect on their practice 
and make necessary adjustments to enhance their performance. Teachers and 
administrators benefit when they are deliberate in pre-determining evidence of 
successful strategy implementation and comparing their practice against those “look-
fors.” This concept of monitoring and evaluation is essential if the data teams process is 
part of the continuous improvement cycle. Questions for consideration at this stage may 
expand beyond strategy analysis and include assessment concerns: Did our 
assessment measure the skills and/or concepts that we need to monitor? Did we notice 
anything unusual during the assessment that should be addressed? Did the assessment 
questions require rigorous thinking? What revisions are necessary for the next cycle?  



Data Teams Flow Chart
1. Examine the expectations.

Look at the state standards or 
frameworks, district power or priority 
standards, “unwrapped” standards.

2. Develop a curriculum map.
Create a year-long pacing chart/calendar.

3. Develop a common assessment.
What must students master as a result of your teaching?

4. Administer the short-cycle, common 
formative assessment (pre-instruction).
You need to know where students are in their 
learning before instruction occurs. What data 
tell you that the lessons you are preparing 
are the lessons students need?

5. Follow the Data Teams Process for Results.
! 1- Collect and chart data
! 2- Analyze data and prioritize needs
! 3- Set, review, and revise incremental SMART goals
! 4- Select common instructional strategies
! 5- Determine results indicators
! 6- Monitor and evaluate results

6. Teach students using common 
instructional strategies.

7.  Administer the 
common formative 

assessment
   (post-instruction).

8. Score the assessment 
and submit the data to the 

Data Team leader.

9. Meet as a team to determine if the 
goal was met. 

Determine next step for students who did 
not reach proficiency on the assessment.

10. Return to step 1.
Begin the process again with the next critical 
expectations based on the pacing guide.
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