
Tuning Protocol – 40 minutes
Please spend 5 minutes to look over the protocol. Please work carefully and efficiently so that both teams have time to present and receive feedback.
Time

      Description
	0 minutes
	Introduction:

Facilitator briefly introduces the protocol purpose and framework. The facilitator, presenter and participants introduce themselves.

	10 minutes
	Presentation:

The presenters deliver their information. Presenters may use visual aides and/or distribute copies to the participants as well. The participants listen and take notes as needed. They do not interrupt the flow of information the presenters are delivering. 

	3 minutes
	Clarifying Questions:

The participants ask clarifying questions of the presenter, questions that have a brief and factual answer regarding the content of the presentation.

	3-4 minutes
	Probing Questions:

The participants ask probing questions of the presenter. These questions should be worded so that they help the presenter clarify and expand his/her thinking regarding the content of the presentation. The presenter responds to the participants’ questions, but there is no discussion by the team.

	2-3 minutes
	Pause to Reflect:

The participants make note of warm/supportive feedback and cool/distanced comments. Generally, no more than one example from each participant. 

	10 minutes
	Warm and Cool Feedback:

The participants share feedback by making comments and suggestions on the presentation. The presenter is silent. The facilitator may try to give some focus by reminding participants of an area of emphasis shared by the presenter. 

	3-5 minutes
	Presenter’s Response:

The presenter responds to the comments/questions he/she chooses. Participants are silent. A whole group discussion might then take place depending on time and need. 

	5 minutes
	Debriefing:

Presenters share: How did the Tuning Protocol process help my thinking? What frustrations, misunderstandings, positive reactions were experienced?


This was revised from one shared by Jody Bintz, and the Iowa Support Systems for Schools.
Guidelines and Norms for the Tuning Protocol
Shared by Jody Bintz, Former AEA 13 Consultant  and Iowa Support Team Member
Guidelines for “Participants” 

· Be respectful of presenter.  By making their work/progress with the diagnosis and design for the identified building/district, they are sharing their “status,” not their final product.

· Contribute to substantive discourse.  It is through thoughtful, probing, cool questions and comments that they will benefit from the tuning protocol.
· Be appreciative of the facilitator’s role, particularly in regard to following the norms and keeping time.  A tuning protocol that does not allow for all components (i.e., presentation, feedback, response, debriefing) to be enacted properly will do a disservice to the presenter and to the participants.
Guidelines for the “Presenter” 
· Share the context.  Being explicit about where the district/building(s) is at this point will aid the participants in providing “cool” questions/insights.  You may want to consider providing a 1-2 page summary of where your building(s)/district is in regard to the following:  identified need – reading/math, any data that would help the participants understand the context, including student achievement, demographics, professional practices, perceptions.

· Identify an overall question, based on need or concern.  By sharing a question you are seeking to answer, the participants will be able to focus their comments, insights, and questions to help extend your own thinking.

· Share a summary of the progress made thus far.  It is recognized that this is a “progress report” – not the final product.  Focus especially on the area(s) of concern as you proceed with the district/building.  Any information you share, especially framed around the question(s) you want answered, will allow the participants to provide you with their best thinking.

· Reflect on your thinking based on their questions/sharing.   Think about how their questions/insights have helped you see more clearly the progress you have made/intend to make in the diagnosis and design phases.  Reflect on the priority you have given/may consider giving to specific elements in the diagnosis and design.

Guidelines for “Facilitator”
· 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 seeking to understand the process.  Don’t let one participant monopolize.

· Be protective of presenters.  By making their work more public, they will experience kinds of critiques they may not be used to receiving.  Inappropriate comments or questions should be recast or withdrawn.  Try to determine just how tough your presenter wants the feedback to be.

· Be provocative of substantive discourse.  Some presenters may be used to blanket praise.  Without thoughtful but probing “cool” questions and comments, they will not benefit from the tuning protocol experience.  Presenters often say they would have liked more cool feedback.

Guidelines to Help All of Us in the Process
When looking for evidence of the identified focus/area of concern:

· Stay focused on the evidence that is presented in the work.
· Avoid judging what you see.

· Look openly and broadly; don’t let your expectations cloud your vision.

· Look for patterns in the evidence that provide clues to the thinking in the process/product.

When listening to colleagues’ thinking:

· Listen without judging.

· Tune in to differences in perspective.

· Use controversy as an opportunity to explore and understand each other’s perspectives.

· Focus on understanding from where different interpretations come.

· Make your own thinking clear to others.

· Be patient and persistent.

When reflecting on your thinking:

· Ask yourself, “Why do I see this diagnosis/design in this way?  What does this tell me about what is important to me/them?”
· Look for patterns in your own thinking.
· Tune in to the questions that the process/product and your colleagues’ comments raise for you.
· Compare what you see and what you think about process/product with what you do or would do in a similar situation.
When you reflect on the process of looking at the area of concern, ask:

· What did you see that was interesting or surprising?
· What did you learn about how the presenter/building/district thinks, learns, deals with the change?
· What about the process helped you see and learn these things?
· What did you learn from listening to your colleagues that was interesting or surprising?
· What questions about on-going support did looking at the process/product raise for you?
· How can you pursue these questions further?
· Are there things you would try with those with whom you as a result of looking at the progress of the presenter with the process/product?
Presenter’s Preparation Sheet

	Describe the Context of the Identified Building/District:




	Identify a Question/Questions You Would Like Assistance in Answering:




	Share the Progress of the Process/Product:
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