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[bookmark: _GoBack]It is not enough for people to come together in dialogue in order to gain knowledge of their social reality. They must act together upon their environment in order to critically reflect upon their reality and so transform it through further action and critical reflection…. The future of which we dream is not inexorable (inevitable).  We have to make it, produce it, or it will not come in the form that we would more or less wish it to be.   We have to make it…as a project, a dream, for which we struggle.  Paolo Freire, 1970





Project I4 Journey Line

By Summer 2020, you will have engaged in multiple Project I4 activities –participant EC-NIC formation at 2019 Learning Exchange, relationship with facilitator-coach (F-C) who is your main guide for the school year, online conversations, school-based EC-NIC development and actions, observations and conversations with teachers, evidence collection and analysis, and iterative decisions about how to improve. 

Of course, this project is only a fraction of your total responsibilities. However, the intention of the project is that not only does the learning affect the math classrooms in which you choose to focus, but your larger understanding, use, and conversations about academic discourse as an equity strategy for the school.

The project journey line includes what you do, what is expected in terms of final products, and  how we conduct evaluation.

	Time
	Summer 2019
	Fall 2019
	Spring 2019
	Summer 2020

	Project I4 Activity
	· Learning Exchange
· Intro to CALL
· Capstone Prep
· EC-NIC formation (participants)
	· Form school-based EC-NIC & agree on & enact plan
· Regional Learning Exchange
· Interactions with F-C & EC-NIC
· Readings & online interactions
	· Enacting plan with school-based EC-NIC
· Regional Learning Exchange
· Interactions with F-C & EC-NIC
· Readings & online interactions
	Learning Exchange
CAPSTONE presentation

	Evaluation
	Qualitative surveys 
· prior online
· social network
· LE conclusion
Qualitative Evidence
at Learning Exchange
	CALL (October)
Qualitative Surveys
(TBD)
Qualitative Evidence
(TBD)

	CALL (Apr or May)
Qualitative Surveys
	Final Evaluation

	Final Products
	CAPSTONE PROPOSED PLAN
· Video
· Poster
	
	
	CAPSTONE Presentation




In Summer 2020, you present a CAPSTONE PROJECT as part of the requirement for completing the microcredential. In the project plan, the following sections should support you this week to think about moving forward in the fall and spring:
· Overview and project schedule
· Preparing Draft Plan:  CAPSTONE Project
· Presenting Video and Poster for critical friend feedback from your EC-NIC.

OVERVIEW and DETAILED PROJECTED SCHEDULE

The Summer Learning Exchange has been a week-long experience in preparing you to form a cohort and the participant EC-NIC. The facilitator-coaches, coordinated by Ken Simon, are your main point of contact. By the end of the year-long experience, you will present a CAPSTONE project.

What is the Capstone Project?
The Project I4 Capstone Project is a school year “experiment” with a small group of persons (school-based EC-NIC). The intended result: to install a process in your school with a small group that can be a way of attending to long-term goals through a short-term project. Based on the principles of the improvement sciences (Bryk, Gomez, Grunow & LeMaheiu, 2015), the community learning exchange axioms (Guajardo, Guajardo, Janson & Militello, 2016), and the 
Project I4 Equity Framework, you with the school-based EC-NIC co-design a math-focused and equity-centered goal. The process for enacting the goal should focus on teacher observation

What is the EC-NIC structure? 
The entire project is based on the theory of action that “nested EC-NICS” will produce more substantial – exponential – results. Note that Project I4 has added the ‘equity-centered” to the original NIC design. The three types of EC-NICs are:
· Facilitator-Coach (F-C) EC-NIC that meets monthly
· Project I4 participants EC-NICs of 5-6 people who meet together (online synchronously) each month with F-C  and asynchronously with other participants
· School-based EC-NICs of teachers with others of your choice (math coach, for example). When you return to your school in fall, we expect you will organize a school-based EC-NIC of 4-6 persons. Note:  If you are not the principal, you need the principal of the school to participate in the school-based EC-NIC.

The Capstone Project is essentially a project that continues for a school year with you guiding the project and collaborating with a school-based EC-NIC. We (F-C, Project I4 team, your participant EC-NIC members) support you to use iterative formative evidence gathered from observations and other school-based evidence to make strategic decisions about improving academic discourse in mathematics at your school site. Using key elements of the improvement sciences, you construct PDSA (plan-do-study-act) cycles of inquiry (fall and spring) so that you, in collaboration with the school-based EC-NIC, make decisions about what to do to improve classrooms practices and student engagement and learning. In school year 2019-2020, you with your school-based EC-NIC and support from your Project I4 EC-NIC members and the facilitator-coach will make every effort to improve instruction and student engagement and learning at your school. 

In December and May you will complete and submit a reflection that makes use of artifacts and speaks to the skills, knowledge and dispositions that you are building through the project. We will provide a template to guide your reflection.

What is the project schedule?
The projected schedule to complete the micro-credential by Summer 2020 consists of the project process detailed below. We fully understand that we can design a neat and tidy process/timeline, but we know the reality of schools is sometimes less predictable. We also know that you cannot fully start the process until you meet with the school-based EC-NIC and agree on the targeted goal and processes to use. Thus, the target dates apply in general, but may or may not meet your school’s schedule or progress. 

We subscribe to this belief: GO SLOW TO GO FAST. Do not rush what you cannot control. We are interested in ensuring that the processes for increasing academic discourse in math and the entire school take hold in ways that “stick”. Thus, make every effort to direct and organize change efforts in strategic, useful ways that advance the work of equity through academic discourse, inquiry, culturally and linguistically responsive pedagogy and universal design for learning.

To support the Capstone Project, each month you meet synchronously online with your EC-NIC, have readings and activities, engage in asynchronous online interchanges on Flipgrid, and individual conversations with the facilitator-coaches and perhaps individual EC-NIC members.  You might want to plan to visit schools in your region to support each other’s learning.  The Project I4 team will continue to support your efforts throughout the project.

Once in the fall and once in the spring, you attend a Regional Learning Exchange (RLE). The first Regional Learning Exchange is a one-day event (9:30-3:30 with lunch provided) and will take place on October 19 in North Carolina and Oct 26 in the Bay. The focus of this RLE will be “academic discourse”.  

	Projected Dates
	Projected Activities
School EC-NIC Bolded
Other support activities
	Projected
Participants

	Summer 2019
Learning Exchange
	Design Draft Process for Capstone

	Project I EC-NIC 
Facilitator-Coach

	August 2019
	· Decide on school-based EC-NIC participants and meet with them 
· Use Learning Exchange protocols to develop relationships and establish purposes (Math Journey Lines, Exponential You, etc.)
· Synchronous Monthly Project I4 EC-NIC
· 1:1 coaching conversations
· Readings and online (Flipgrid) conversations/projects
	Projected school-based EC-NIC group


	September 2019
	· Co-design specific and doable AIM STATEMENT OF PROJECT
· Conduct initial classroom observations to collect evidence
· Share with entire staff at your school the process you are undertaking
· Synchronous Monthly Project I4 EC-NIC
· 1:1 coaching conversations
· Readings and online (Flipgrid) conversations/projects
· Prepare for CALL survey
	School-based EC-NIC
With support from Facilitator-Coach

	October-November
2019
	· Co-develop FISHBONE of assets and challenges. 
· Co-design PDSA cycle of inquiry timeline that is doable, including making decisions about timeline for observations (principal, coach and/or peers)
· Conduct regular observations using evidence-based tools for collecting evidence
· Analyze classroom evidence
· Schedule conversations with individual teachers
· Hold school-based EC-NIC meetings
· Attend one Regional Learning Exchange – October 19 in North Carolina and October 26 in the Bay Area. 
· Engage in synchronous Monthly Project I4 EC-NIC 
· Engage in 1:1 coaching conversations with F-C
· Complete readings and online (Flipgrid) conversations/projects
· Analyze CALL school data and make any changes to plans that data indicate are important
	Note – in early October, plan to participate as a full school in the CALL survey

All hands-on deck

	December 2019
	· Focus on analyzing aggregate evidence with school-based EC-NIC, which at this point might be diagnostic
· Make changes to aim or processes (types of observation tools; conversation processes).
· Engage in 1:1 coaching conversations
· Complete second micro-credential experience (3 graduate credits) /TBA
	· Facilitator-coach
· School-based EC-NIC

	January 2020
	Regrouping Time TBA according to our analysis of what has happened and what might be needed.
· Revise PDSA cycle of inquiry for spring.

	· Facilitator-coach
· School-based EC-NIC

	February-April 2020
	· Conduct regular observations using evidence-based tools for collecting evidence
· Analyze classroom evidence
· Schedule conversations with individual teachers
· Use Virtual Reality observation tool
· Hold school-based EC-NIC meetings
· Attend Regional Learning Exchanges
· Engage in synchronous Monthly Project I4 EC-NIC 
· Engage in 1:1 coaching conversations with F-C
· Complete readings and online (Flipgrid) conversations/projects
· Analyze CALL school data and make any changes to plans that data indicate are important
	All hands-on deck

	May 2020
	· Focus on analyzing aggregate evidence with school-based EC-NIC

	· Facilitator-Coaches
· School-based EC-NIC

	July 2020
	· Participate in second Learning Exchange and share Capstone with your Project I4 EC-NIC and other EC-NICs.
· Receive Micro-credential
	· Project I4 EC-NIC and other EC-NICs.
· Facilitator-Coaches
· Project I4 Staff





CAPSTONE DRAFT PLAN 
SUMMER 2019

You cannot fully plan the Capstone Project because you need the school-based EC-NIC as co-designers and implementers. However, you can get your “ducks in a row” by developing a draft plan for response from your school-based EC-NIC.  During the Summer Learning Exchange 2019, you can introduce your idea to the Project I4 EC-NIC and receive feedback from the EC-NIC members and your Facilitator-Coach (F-C).

The process of deciding on a specific focus of practice is critical!  We have covered the waterfront in terms of inputs and ideas about effective classroom practice and observation and conversation processes. But you and your school-based EC-NIC cannot focus on everything at once. You know your school, the teachers, the ways the math teachers fit on the continuum of practice that are on the framework.  What is it that would be a leverage place for changing practices? 

REFLECTIVE THINKING 
Do some reflective thinking/writing before jumping to an idea about the AIM for your school-based work.  We will want to collect these as evidence. Thus, we prefer you type these and email to kensimon9781@gmail.com and lyndatredway@gmail.com  The boxes expand as needed. Copy and paste the questions on the next pages into a document and complete.

USE THIS NAME FOR FILE

Name file:  YOUR LAST NAME_EC-NIC#_Reflection












NAME   

EC-NIC #                              F-C
The boxes expand as you write
We are looking to focus your AIM for the Capstone on a targeted goal that is doable and possible with the teachers on whom you focus efforts for improvement. Of the experiences and learning you have had this short, but dense week, what most interests you?  


Your leadership actions are central to the success of the CAPSTONE. On which part of your practice as an instructional leader  -- especially as an observer of practice and as a person who has had conversations about practice with teachers – do you want to improve?


In thinking about how your structure your time as an instructional leader, what are your assets and what are your challenges?


What are the strengths/assets or challenges of the math teachers you are considering for including in a school-based EC-NIC? Others you might consider for the school-based EC-NIC?


Who or what are you most concerned about?


Name file:  YOUR LAST NAME_EC-NIC#_Reflection
Please complete responses and email to kensimon9781@gmail.com and lyndatredway@gmail.com  
We will share with your facilitator-coach.


OVERVIEW of Capstone Design
Your task for Thursday and half of Friday is to prepare a POSTER AND  three-minute overview VIDEO for your Project I4 EC-NIC team and facilitator-coach to observe and provide critical friend feedback. They become your critical friends and support you to “tune” your ideas.  

POSTER
This should include:
· 


1

1. Aim Statement
2. Assets and challenges at “micro” or school level
3. Brief description of participants
4. Key leadership actions
5. Timeline for August-October


AIM STATEMENT

Framed as a declaration of lofty purpose, an aim statement should inspire individuals of a community engaged in a highly valued pursuit. Well-conceived and expressed, such a statement of aim(s) captures the imagination, builds will, and encourages effort (Bryk et al, 2015, pp. 150-51). 

The aim statement should be specific to numbers of teachers and be specific about what you currently think the focus will be.
AIM STATEMENT 

Improve ________________
instructional practices in math classrooms by ______________









The aim statement should respond to the SMART+E goal-setting formula
Specific, Measurable, Agreed upon/Attainable, Relevant  Time-based + Equity





What you decide to do should be:
· Specific enough to be visualized by the EC-NIC & school-based EC-NIC
· Measurable: Related to your perceptions or evidence from observations about teachers’ current set of knowledge and skills and appropriate targets for changing their practice(s).
· Attainable: possible within one year of work
· Relevant: Relates to school context and math focus
· Time-based: Possible within your current scope of work and time commitments
· Equity-driven: Focused on increasing equitable access and learning
· Equity-driven: Bold enough to inspire

Example of AIM STATEMENT:  
Improve the questioning practices and calling on strategies of teachers and students in four math classes by :
· observing questioning practices, 
· analyzing evidence and having conversations with teachers, 
· conducting professional development based on evidence from the classrooms, and 
· modeling effective questioning and calling-on practices in staff meetings.

ASSETS AND CHALLENGES:  School Level
What are the assets and challenges you see at the school or micro level that contribute to or challenge how you can achieve your aim? The assets and challenges must be at the school level and be things over which you and/or the teachers currently have some control and can change.

EXAMPLE
	Assets
	Challenges

	· 2 of the 4 teachers are eager to improve
· 1 teacher uses equity sticks to call on students
· I know how to document questions and name the level of the question
· Grade level planning time each week
· Math coach has been working on
group work in some classes

	· Most questions are at recall or basic comprehension level
· 2 of the 4 teachers are traditional and use hand-raising as primary way of calling on student
· Little to no student-to-student interaction in whole group discussions
· Group work needs to be more structured so that students are clear about task and how to participate





PARTICIPANTS
Who are the best participants for your school-based EC-NIC? Name the participants:  teachers, coaches, yourself as principal. If you are an AP or coach, identify how the school principal is involved. Below is an example of an EC-NIC composition. The composition of your school-based EC-NIC is dependent on your context.

EXAMPLE
Four math teachers in grades 3 and 4; two at each grade level.
Teacher 1 - novice teacher eager to learn and groups students for learning, but does not know how to get students to build on each other’s responses
Teacher 2 -  veteran teacher who is always wanting to improve
Teacher 3 -  veteran teacher who always does whole class instruction
Teacher 4 -  three-year teacher who typically repeats what students say when they answer if the answer is correct.

Identify 2-3 specific targets that you think would best support teacher practice. One of those targets should relate to what you will change about your practice as an administrator (I.e., time, observation tools, conversations with teachers)
Get more specific so that the observers (EC-NIC) can see precisely on what you are proposing to focus. This may be related to AIM statement.

EXAMPLE
1. Meet with four teachers and assess their interest.
2. Ask teachers if I can observe classrooms experimenting with (trying out) observation tools that foster evidence-based practices.
3. Form the school-based EC-NIC by mid-September and engage the participants in deciding on a focus/AIM based on evidence from classrooms.


Identify 2-3 leadership actions that support achieving the targets. How are you CREATING the conditions for learning? These may be with entire staff. These may be about framing the EC-NIC work so that the entire staff knows what you did this summer and what you plan to do. You have to decide what is the best set of leadership actions for your school site that not only support the EC-NIC but all of your teachers.

EXAMPLE
1. Plan agendas for professional learning that model questioning and calling-on strategies that can benefit the entire staff.
2. Ensure the scheduling with teachers and math coach so that we are regularly observing
3. Plan time for individual teacher and group conversations.

EXAMPLE TIMELINE
	Date
	What
	Participants

	ASAP
	Plan agenda for first meeting that includes processes useful for all teachers
	Self

	Early August
	Meet with Math coach and share ideas and get input
	Math coach
Principal

	By mid-August
	Meet with proposed teachers individually and ensure EC-NIC composition
	Principal
Math Coach

	By September 1
	Observe all classrooms
Co-observe with Math coach
	

	By September 15
	Have conversations with each teacher
	

	By end of Sept
	First EC-NIC meeting
	




Questions that I have and need your help

Is this the right composition of the EC-NIC?  Should I just do one grade level?
What is the most important role of math coach?


Video

You have constructed a plan in preparing the poster for thinking about the Capstone Project with the school-based EC-NIC group.  The video should include a rationale that summarizes assets and challenges. The overview should include the following: 
	
The  2-3 minute overview includes: 
· your school and its basic demographics 
· your role in the school 
· AIM statement 
· who might be in school-based EC-NIC
· key assets and challenges
· leadership actions
· questions or concerns

Post an overview up 2-3 minutes on Flipgrid. Each of your facilitator-coaches has a Flipgrid site that you will use all year and will give you the link.

Finally, at the end of the overview, ask your EC-NIC for support on your draft design.  Ask 1-2 specific questions. What are you most concerned about and how could the Project I4 EC-NIC help you think about your concerns?

Be prepared with these by the end of Thursday.  You will have 30 minutes in the am to tweak these before the Critical Friend Tuning Process.

Example on next page.











Example about 2:40 minutes. Speak slowly and clearly.  Don’t rush.
Place: Green  Elementary School is in San Francisco, California. We have 325 students in grades K-5 in 16 classrooms with a literacy coach, a math coach, and pull out programs for ELL and special education. The school is 45% English Language Learners.
 
Role: I am the principal and I have been at the school for four years.

Aim:  At this point of planning, I propose to work with four math teachers in grades 3 and 4 and the math coach to form the school-based EC-NIC to improve questioning and calling-on strategies of teachers to address rigor and equity.

Rationale+ Assets/Challenges: The reason I think now that this is the focal group is that the math coach has already been working with them to think about shifting their practices to more conceptual math work. As well, the 4 and 5 students are now often in small groups to have more conversations. Two of the teachers are eager to learn and two are less eager. I have noticed from my observations that we could all benefit from thinking about how we structure questions in the classroom and how we call on students to increase equitable access. We want to ensure that the students have more opportunities for academic discourse and multiple representations of math problems. 

Key leadership actions: The key leadership actions I intend are to conduct more evidence-based observations and analyses of classroom evidence to have conversations with teachers, structuring professional development based on those observations, and modeling effective questioning and calling-on practices in staff meetings.

Concerns/Questions: I am most concerned about my ability to have sufficient time on a regular basis to observe these classrooms when they are actually in the math segment of their day and scheduling that with teachers. I want your help on thinking about the composition of the EC-NIC. Should I just concentrate on one grade level since it would be easier to work with teachers in grade level collaboration meetings? Should I only choose teachers who are eager and can become model
Friday, July 26

Critical Friend Tuning Process
This is not the typical critical friend group (CFG) tuning process, which is longer for each person. This is a type of the CFG process that the observers can ask questions (on post-its) and offer suggestions.  Facilitator-Coach adjust as needed, but need to be back for Closing Circle so push this along as quickly as possible.

9:30-10:00 	Complete Flipgrid and Post Posters

10:00-10:45  	Watch all Videos and Visit Posters
· Write Post-its that respond to the questions that the person raises in the video
· Use yellow post-its for responding to questions or offering advice
· Use pink post-its for affirmations.
Note:  If we do not have that color available, use two different colors if possible.

10:45-11:00	Read the comments on your poster

11:00-11:20	Two minutes per person to say what was helpful about the process

Return to full group for formative assessment
and closing circle
Facilitator-Coaches:  Please take photos of each poster.
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