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Ohio Improvement Process Teacher-based Team Informational Document 
The goal of all teacher-based team activities is to support adult learning to support student learning outcomes. 

 
Purpose: This document is meant to guide work of high-functioning teacher-based teams. It is not meant to be used as a form for collecting, reporting or gathering information for personnel 
evaluative purposes. The document is designed to guide collaborative professionalism (Hargreaves & O’Connor, 2018) for and by coaches and consultants (internal and external). It is meant to 
guide teacher-based teams toward more authentic cultures of inquiry. Teacher-based teams also can used the document to guide their own development. Find additional information at the end 
of the document.  

About this document: Think of this document as a storyboard or narrative of one teacher-based team’s work. It is an example of one teacher-based team from a sixth grade classroom. The 
team is focused on Tier I writing instruction. All students benefit most from excellent Tier I instruction. This team is learning, using the 5-step process, to hone their own teaching skills.  

Important concepts associated with this tool: 
• The Ohio Improvement Process is a plan, do, study act cycle that takes time to complete. Allow two to six weeks for a full cycle; however, depending on your team’s work, you may 

complete more than one step during one meeting. The date ranges in the case study below symbolize the use of the process over time.  
• Prior to each meeting, the facilitator (agreed upon at a previous meeting) should communicate the agenda, which includes the date, time, location of upcoming meeting, identified 

expectations, action steps. All members should come prepared.  
• As the team begin each meeting, it should: 

o Revisit agreed-upon norms; 
o Review non-negotiables (district, building and team); 
o Confirm roles; and  
o Agree on minutes from the preceding meeting.  

• During the meeting, record decisions and the team’s thinking using an agenda, a blank piece of paper, this document or an artifact provided by your district to keep track of what has 
worked, what has not, adjustments that were made and the impact on student learning. 

• Important features of this example: 
o The district/school goals are included for alignment across the system; 
o Dates can be added in the Process Guidance: Date included with each step; 
o The notes capture the steps the adults take as they learn and practice the teaching strategy throughout the cycle, along with their reflections on their growth related to cause 

(adult) and effect (student) data. 
• Close each meeting with clearly defined tasks for the next meeting. Everyone should prepare, in some way, for the next meeting. This might include instructional data, a video recording 

of instruction, research or well-defined steps of an agreed-upon instructional practice or identified Evidenced-based Strategies.  
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Date Range: Aug. 29-Sept. 26 Facilitator: Katie Timekeeper: Aisha Recorder: James (Principal) Additional Attendees: Maria, Antonio, Molly (intervention specialist) 

School/District Improvement Goal: Increase writing to support English language arts achievement results and Value-Added by 4% for the 2019-2020 school year in each grade (3-6). 

 Pre-Meeting 
Information/Data/Standards/Instructional 

Practices 

Example 

 
Process Guidance: Aug. 29 
 
There are many data sources that can be used to 
identify a critical need. Focus on sources the team 
has identified as a critical need.  
 
Note: New data will not be introduced each time. Fill 
in the data prior to the next meeting if the same data 
source will be used. 

Example:  
We examined a common assessment on 
Standard W.6.1 and noted there is a high 
emphasis on a) purpose, focus and 
organization (4 points); and b) evidence and 
elaboration (4 points). Conventions are 2 points 
and therefore a lower priority (not a critical 
need). 
 
W.6.1 Write arguments to support claims with 
clear reasons and relevant evidence. a) 
Establish a thesis statement to present an 
argument. b) Introduce claim(s) and organize 
the reasons and evidence clearly. c) Support 
claim(s) with clear reasons and relevant 
evidence, using credible sources and 
demonstrating an understanding of the topic or 
text. d) Use words, phrases, and clauses to 
clarify the relationships among claim(s) and 
reasons. e) Establish and maintain a formal 
style. f) Provide a concluding statement or 
section that follows from the argument 
presented. 
 

Example: 
All students completed a writing sample from the released AIR 
test question. Each teacher graded his or her students’ writing 
samples using our common writing assessment. Students 
scored lowest on the rubric section, supporting details. This is 
the standard and the portion we are choosing to address.  
 
Notes for future teacher-based teams: 
 
It would be helpful for us to revisit our writing rubric to evaluate it 
against the Common Core State Standards writing rubric.  
 
We all agreed that calibrating scoring by this team would identify 
gaps in how we score. We will do this during the next writing 
cycle. 
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Process Guidance: Sept. 5 
 
Once a critical need has been identified, the team 
researches and selects evidence-based practices. For 
example, each member conducts research on 
instructional practices aligned with the critical need and 
shares his or her research. The team members share 
what was learned and agree on one evidence-based 
practices (from research).  
 
 

Example:  
Katie, Maria and Antonio examined feedback 
as an instructional practice. They used 
research from Hattie, Marzano and Wiggins. 
 
Aisha, Molly and James examined feedback 
using graphic organizers to identify supporting 
details and their sources. 
 
 

Example: 
The team is choosing to explore the constructive feedback 
instructional practice described by Wiggins. We believe positive, 
constructive feedback will be most effective in this. 
 
See research at end of document.  
 
 

Process Guidance: Sept. 12 
 
Identify the steps of the identified evidence-based 
strategy, clarify common understanding of the steps of 
the instructional practice, model the instructional 
practice and identify how adult implementation data (in 
relation to the instructional practice) will be collected by 
team members. 

Example:  
 
We developed a rubric to evaluate our 
feedback based on Wiggins. 

Example: 
 
Student work will not be examined at this time for its specific 
data value. Using the guidance (below), we will use student work 
to calibrate our feedback. Each teacher will bring at least three 
samples of student writing for this task. Student names will be 
removed prior to the next meeting. However, we eventually want 
to examine student work in relation to this instructional practice, 
so each teacher will maintain the student samples as data for 
future teacher-based teams. Guidance for student work includes: 
identify one student you believe was high achieving (H), one who 
struggled (S) with the task, and one who meets one of the 
district’s identified subgroups (SED, SWD or B). Code the 
samples appropriately. Samples can meet more than one 
criteria. 
 
The team created a rubric for adult implementation (table below 
on left) based on Wiggins. 
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The team will discuss observing one another to collect feedback 
data in real time or will use videos to determine the number of 
times feedback is provided; if the feedback is timely; and if the 
feedback included advice, praise or was constructive 
 

          Process Guidance: Sept. 19, 26 
 

In this example, team members agree to how 
they will use the agreed-upon instructional 
practice. To observe the implementation, 
teams can arrange to watch one-another or 
video tape instruction. The key is that all 
teachers are focused on the instruction and 
how it is being implemented (as per the 
research, their understanding and their 
practice).  

 
 
 
 

Example:  
Videos were created and shared. Each teacher 
watched one video and evaluated the feedback 
within.  
 
 
Other ideas that might work include peer 
observation, building leadership team members 
observing to expand the learning across the 
building, pineapple chart (peer sign-up for 
observation), or self-scoring on the rubric.  
 

Example: 
September 19 
Each teacher video-taped one writing conference session with a 
student. The video files are our data. Team members used the 
Feedback table below to explore the video files and count the 
number of times feedback was provided; if the feedback was 
timely; and if the feedback included advice, praise or was 
constructive and its appropriateness to the student. We each 
prepared this data for the next meeting.  
 
Sept. 26 
We reflected on the data collected from our videos and found 
that 60% of the time our feedback was praise without 
constructive feedback or advice. This tells us we need to work 
on this area before moving on to another section of the feedback 
chart. 
 
We are going to reach out to our building leadership team for 
resources on descriptive feedback. 
 
Overall student work hasn’t totally improved yet based on our 
implementation of feedback, which makes sense as we haven’t 
had a chance to completely implement all of the feedback 
strategy.  
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Oct. 3 
We completed a training module the building leadership team 
provided to use with our writing conferencing and set a goal to 
reduce the amount of advice and praise feedback.  
 
We each brought the same three students’ work to review again 
to look for any improvement in their writing based on our 
descriptive feedback. 
 
We feel comfortable enough with this content now, knowing we 
need to continue to implement these changes in our instructional 
practices. We believe we can focus on another item from the 
feedback chart. Next up will be success criteria. 

 
Process Guidance: Oct. 10 
 
Discuss your learning, the team’s learning and the impact 
to student growth/progress/achievement/outcomes. What 
worked? What didn’t? How can the team implement 
better next time?  
 
Make agreed-upon adjustments and repeat until most 
students show progress in Tier 1 instruction.  
 
After students show progress, begin a new inquiry cycle. 

Example:  
See notes in Step 4.  

Example: 
In addition to learning that giving advice often is automatic, we 
learned that providing feedback to students, when done in a 
consistent manner, appeared to impact their writing and learning 
about their writing. In the next cycle, as we continue to learn and 
become better at giving appropriate feedback, we also will look 
at specific student work samples for improvement in their overall 
writing to meet this standard. Another sample of students will be 
used. This is a sample from the same students who drove the 
adult data in Step 3. Team members will code this sample, and 
we will explore the difference in student writing compared to 
adult data. We know that until we all are implementing the 
practice of providing feedback correctly, we won’t necessarily 
see the intended outcomes in student data. 
 
Adult behavior has changed, but student data has not changed 
enough. We know that more student data will need to be 
collected as we move on. 
 
How much more practice do we need (adults)? Tuning practice? 
Was it aligned? Did we choose the correct instructional practice?  
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After understanding what worked/did not work and after asking 
how we know it worked/did not work, we need to make a 
decision on our next steps.  
 
 

Next Steps 
(from Step 5) 

Process Guidance:  
• Identify expectations for next meet. 
• Identify meeting time and location for next meeting. 
• Identify action steps/tasks to be completed prior to 

the next meeting. 
• Identify expectations for members. 
• Identify roles for next meeting: facilitator, recorder, 

timekeeper and a plan for next steps, including data 
preparation as needed 

 
Discuss any parking lot issues and how to mitigate 
them. 

 • See suggestions below. 
  

Facilitator: Maria 
Recorder: James 
Timekeeper: Molly 

 
Glossary 
Evidence-based strategies – Evidence-based strategies are practices or activities that have been evaluated and proven to improve student outcomes. The Every Student Succeeds Act (ESSA) 
defines four levels of evidence-based strategies based on the design and outcomes of the evaluations associated with the strategy. The four levels are: Strong, Moderate, Promising and 
Demonstrates a Rationale 

Instructional practices – Specific teaching methods that guide interaction in the classroom. Effective instructional practices use students’ unique characteristics, backgrounds, prior experiences, 
interests and strengths to make learning connections and demonstrate behaviors and attitudes that encourage and embrace cross-cultural understanding. 
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There are any number of forms that adults examining their use of feedback could use. This is one “rubric” that another team created and chose to use as team members observed their peers. 
The conversations that emerged provided significant learning. Consider the discourse that your team might have if you were discussing feedback using data?  

Feedback  Number of Feedback 
Observed 

Number of times teacher provided feedback to 
students 

 
 

 Yes No 
Feedback included advice   
Praise was included but was not the only component   
Feedback was clear and concise   
Feedback was aligned with learning goal   
Purpose of feedback was clear   
Success criteria were shared prior to instruction and, 
if needed, for clarity of task 

  

Feedback was provided in a timely manner (note 
when or if you would suggest different timing and 
why) 

  

Notes from observations 
 
 

 
Our Research 
*Not all information this teacher-based team used is provided/included. This is not a comprehensive case study. 

Granted, and…~ thoughts on education by Grant Wiggins 
Retrieved from: https://grantwiggins.wordpress.com/2014/04/15/what-feedback-is-and-isnt/ 

The following is from the website: 

1. Most so-called feedback is really advice or praise… 

2. The feedback is not clear and descriptive enough about what did and didn’t happen as a result of some action taken to achieve a purpose. (e.g. a total score of 72 out of 100 on a math quiz 
is the feedback; it’s meaning for action is unclear.) 

https://grantwiggins.wordpress.com/2014/04/15/what-feedback-is-and-isnt/


 

 Page 8 │ Self-Review Tool for Serving Students with Disabilities in Career-Technical Pathways │ June 2020 

3. The purpose of the task is so unclear (or non-existent) to the performer that the feedback is either random or mysterious. (Without a specific teacher goal for the observed lesson, feedback 
and advice are pointless.) The learner has not been provided with any exemplars of excellence against which to compare their work and thus obtain feedback. (Rubrics are NOT specific 
enough for the performer; they are inherently general. Models plus rubrics provide the basis for useful feedback).  

4. The feedback is too late. (Thanks to a commenter for reminding me to highlight this crucial issue, as I have done in earlier posts. It is especially noteworthy on standardized tests and final 
exams: there is NO feedback.) 

Consider identifying the adult behaviors within this instructional practice narrative from Grant Wiggins. 

1. Using peer observation, identify the number of times the teacher uses feedback during the lesson. How many were praise? Advice? Constructive feedback to guide the student’s 
learning? Scribe during observations and count the number of times feedback was given. (Alternatives to observing could be video-taping and then watching together).  

2. Use student work that has been graded and returned (copy prior to returning). As a teacher-based team, identify the feedback you observe on the students’ work. Count the instances of 
praise, advice and constructive feedback. What would you have done differently? How can you as a team calibrate the feedback? How can feedback to students be improved? 

3. Wiggins’ third example is aligned with success criteria as well as student feedback. Teacher-based teams can develop success criteria in a number of ways, however, exploring the 
success criteria as described in this example would provide adult data for further examination, calibration and improvement. 

4. As peers observe one another (in person or on video), identify when the feedback was given. Was is timely, as described by Wiggins? Should it have been done earlier? Later? How can 
the team improve on the timing of effective feedback to learners? 
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