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Thirty-Minute Protocols
Developed by the Hoosier School Reform Faculty.

Generic Consultancy Protocol
1. Presentation includes context and framing question (5 minutes)

2. Clarifying Questions with short answers (5 minutes)

3. Paired conversation (can include probing questions) (10 minutes)

4. Presenter’s reflection/conversation (5 minutes)

5. Debrief: What worked, what didn’t and why? (5 minutes)

Tuning Protocol
1. Presentation of context and framing question (5 minutes)

2. Clarifying questions with short answers (5 minutes)

3. Participants review work and give warm and cool feedback (10 minutes)

4. Presenter’s reflection/conversation (5 minutes)

5. Debrief: What worked, what didn’t and why? (5 minutes)

Success Analysis Protocol
1. Presentation of a successful professional experience (5 minutes)

2, Clarifying questions with short answers (5 minutes)

3. Paired conversation analyzing what contributed to the success (10 minutes)

4. Presenter’s reflection/conversation (5 minutes)

5. Debrief: What worked, what didn’t and why? (5 minutes)
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The Process of Developing Understanding:
A Protocol for Reflection and Analysis

Developed in the field by educators.

Purpose of this protocol: To analyze how a new understanding has developed and the factors that helped 
the understanding to develop. 

Roles: A timekeeper/facilitator to help the group stay focused on how the new understanding described by 
the presenter was developed. 

“Understanding ” is defined as being able to use what you know flexibly in unfamiliar situations or to 
address new problems. (Perkins ’98)

1. Identifying an understanding (10 minutes)
Reflect on and then write a short description of one new understanding that you have developed or 
deepened this week. Note what processes, experiences, and performances led to that understanding. 
Think about these questions: What about the process took me well beyond what I already knew? What 
confusions emerged and how did I overcome them? Was this experience different from other learning 
experiences I’ve had—and if so, how?

2. Presenter describes the understanding (3 minutes) 
In groups of 3, the first person shares his or her “new level of understanding” and the process that 
made it so meaningful. 

3. Group asks clarifying questions  (3 minutes) 
The rest of the group asks clarifying questions about the details of the process that led to the 
development or deepening of that understanding. 

4. Group reflects on the process of understanding (3 minutes)
The group discusses what they heard the presenter describing. Think about: What was interesting to you 
about the process the presenter described? What helped take the presenter well beyond what he/she 
already knew? What probing questions might you want to pose to the presenter? 
[Note: Presenter does not participate in this part of the discussion]

5. Presenter responds (1 minute) 
The presenter responds (any way he or she likes—but briefly!) to the group’s discussion of what made 
this learning experience so meaningful. [Note: Presenter does not have to respond to questions raised in 
Step 4.]
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6. Protocol begins again for next group member. (10 min. for each member) 
Repeat steps 2 through 5 for each member of the group. Remember to keep the focus on the process 
that helped to develop the understanding (as opposed to the understanding itself). 

7. Taking the understanding home (10 minutes) 
As a group, talk about the strategies you can use to continue to nurture the development of these 
understandings once you’ve gone back to your setting. 

8. Appreciate! 
Take a moment to appreciate and celebrate the new understandings you and your group have 
developed.

9. Debrief (5 minutes)
Debrief the protocol as a whole group. Possible questions; what worked well? How might we apply 
what we learned to other work? ? What misconceptions or confusion emerged? How might students use 
this process to reflect on their work? What adaptations to this protocol might improve the process?   
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The Art Shack Protocol
A combination of Describing Children’s Work and the ATLAS Process for Learning from Student Work, 

developed in the field by educators.

This process is grounded in description, not judgment or evaluation. The major assumption is that all work 
bears the imprint and signature of the author and so offers important access to the maker’s interest, ways of 
creating order, and point of view. The purpose is to understand this student’s (or these students’) way(s) of knowing.

The process is formal. During the descriptive portion of the protocol, the team speaks in go-arounds. You 
are free to pass. Everyone listens carefully. There is no cross dialogue. Comments are kept short (if you 
keep hearing yourself say “and,” you’ve said too much). Use action words, descriptive words and phrases. 
The chair sets the focus for each round, listens, and takes notes for common ground.

Getting Started (10 minutes)
• The facilitator reminds the group of the norms of collaboratively looking at student work and, with the 

group, establishes time limits for each part of the process. At this time the tone is set for description 
through a brief activity or exercise if the participants are unfamiliar with descriptive review.

• The presenter providing the student work gives a very brief statement of the assignment. The presenter 
should also describe only what the student was asked to do and avoid explaining what he or she hoped 
or expected to see.

• The presenter providing the work should not give any background information about the student or the 
student’s work. In particular, the presenter should avoid any statements about whether this is a strong or 
weak student or whether this is a particularly good or poor piece of work from this student.

• The presenter may, at this time, inform the group of the question or dilemma s/he would like the team 
to consider.

Examining the Student Work (10 minutes)
• The presenter may choose to read some of the work aloud or have someone else do so. There will be some 

time for silent examination of the work after the reading, or the entire examination time may be silent.
• The amount of time needed to examine the work depends on the amount of student work, complexity, 

and number of team members.

Descriptive/Interpretive Rounds Begin (30-90 minutes)
• Each round (or rounds if the same focus is used for several rounds) is summarized by the facilitator and 

the focus for the next round set.
• Facilitator may vary the beginning person for rounds, and change order from clockwise to counter-clockwise.
• Facilitator may choose to insert a clarifying question round, where team members can ask the presenter 

clarifying questions—not probing questions.
• A pause for the presenter to reflect on what s/he is learning, either silently or aloud to the team, can be 

interjected into the rounds.
• There is no absolute order, nor focus for rounds, except for literal description rounds, which must 

always be done: “What do you see? Six colors used: one cloud, two people, one with red pants…”
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Rounds
• Literal Description Rounds
• Physical description…what do you see? 
• What Student is Working on Rounds
• Elements that seem apparent (style, rhythm, tone, form. . .)
• Tasks student is trying to accomplish
• How the student is visible in the work
• What does the student appear to value? Offer evidence.
• What does s/he know how to do re: skills?
• What does the student seem on the verge of understanding?
• “I wonder”
• Teaching Focus Rounds
• What does the teacher appear to value, with evidence?
• What teacher expectations seem present in the work?

Hearing from the Presenter (5-10 minutes)
At this point, the presenter comes into the discussion by offering any additional background, clarifying 
information, reflections, etc. that s/he wants the team to know about the work before continuing.

Implications for Classroom Practice (10-20 minutes)
Based on the group’s observations and interpretations, discuss any implications this work might have for 
teaching and assessment in the classroom. In particular, consider the following questions:
• What steps could the teacher take next with this student?
• What teaching strategies would be most effective?
• What other information would you like to see in the student work? What kinds of assignments or 

assessments could provide this information?
• What does this conversation make you think about in terms of your own practice? About teaching and 

learning in general?

Reflecting on the Process (10 minutes)
As a group, share what you learned about the student, about your colleagues, about yourself. Use these 
questions as a guide:

Looking for evidence of Student Thinking
• What did you see in this student’s work that was interesting or surprising?
• What did you learn about how this student thinks and learns?
• What about the process helped you see and learn these things?

Listening to Colleagues’ Thinking
• What did you learn from listening to your colleagues that was interesting or surprising?
• What new perspectives did your colleagues provide?
• How can you make use of your colleagues’ perspectives?

Reflecting on One’s Own Thinking
• What questions about teaching and assessment were raised by looking at this student’s work?
• How can you pursue these questions further?
• Are there things you would like to try in your classroom as a result of looking at this student’s work?

If the group has designated someone to observe the conversation, this person should report his or her observations.
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Chalk Talk
Developed by Hilton Smith, Foxfire Fund; adapted by Marylyn Wentworth.

Purpose
Chalk Talk is a silent way to reflect, generate ideas, check on learning, develop projects, or solve 
problems. It can be used productively with any group — students, faculty, workshop participants, or 
committees. Because it is done completely in silence, it gives groups a change of pace and encourages 
thoughtful contemplation. It can be an unforgettable experience. Middle level students absolutely love it 
— it’s the quietest they’ll ever be!

Time 
Varies according to need; can be from 5 minutes to an hour 

Materials 
Chalk board and chalk, white board and dry-erase markers, or large roll paper on the wall and chart markers

Process 
1.  The facilitator explains very briefly that Chalk Talk is a silent activity. No one may talk at all and anyone 

may add to the Chalk Talk with words or graphics as they please. You can comment on other people’s 
ideas simply by drawing a connecting line to the comment. It can also be very effective to say nothing 
at all except to put finger to lips in a gesture of silence and simply begin with Step 2.

2.  The facilitator writes a relevant question in a circle on the board. 
 Sample questions:

• What did you learn today?
• So What?, or Now What?
• What do you think about social responsibility and schooling?
• How can we involve the community in the school, and the school in community?
• How can we keep the noise level down in this room?
• What do you want to tell the scheduling committee?
• What do you know about Croatia?
• How are decimals used in the world?

3.  The facilitator either hands a piece of chalk to everyone, or places many pieces of chalk at the board 
and hands several pieces to people at random.

4. People write as they feel moved. There are likely to be long silences — that is natural, so allow plenty of 
wait time before deciding it is over.
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5.  How the facilitator chooses to interact with the Chalk Talk influences its outcome. The facilitator can 
stand back and let it unfold or expand thinking by:
• Circling other interesting ideas, thereby inviting comments to broaden
•  Writing questions about a participant comment
•  Adding her/his own reflections or ideas
•  Connecting 2 interesting ideas/comments together with a line and adding a question mark

Actively interacting invites participants to do the same kinds of expansions. A Chalk Talk can be an 
uncomplicated silent reflection or a spirited, but silent, exchange of ideas. It has been known to solve 
vexing problems, surprise everyone with how much is collectively known about something, get an 
entire project planned, or give a committee everything it needs to know without any verbal sparring.

 
6.  When it’s done, it’s done.

7. The Chalk Talk can be considered complete at this point or it can become the basis for a further 
discussion. Questions to raise with the group might include:
• What do you notice about what we wrote?
• What do you wonder about now?
• What was the Chalk Talk like for you?



“The Charrette”
*The charrette is a process used to improve a 
piece of work.  It is used to “pump up” the level 
of student work and “kick up” the performance.  
Charrettes are not normally held during the final 
exhibition of work or at the completion of a 
project, but are instead used to scrutinize and 
improve work before its final execution.  

A charrette is very helpful when a.) a group or 
individual is experiencing difficulty with the work, 
b.) a stopping point has been reached, or c.) 
additional minds new to the work help move it 
forward and improve the end result.

It is important for everyone in the group to be an active participant in order to 
accomplish the purpose of a Charrette.  Remember, there is no piece of work that 
with more time, thought, and effort couldn’t be improved (“with learning there is no 
finish line”).

Formal Steps to Follow
1. A group of 3-6 people is formed to look at the requesting person’s work.  A facilitator is 

chosen to observe the charrette, record information that is being created, ask questions along 
the way and occasionally summarize the discussion.

2. The requesting person presents its “work in progress” while the group listens.  There is no 
strict time limits, but this usually takes 5-10 minutes depending on the work. The facilitator 
keeps tract of time and will initiate the next steps.

3. The requesting person states what he/she needs or wants from the charrette, thereby 
accepting the responsibility of focusing the discussion.  The focus is usually made in the form 
of a question and can be as generic as “How can I make this better?” or “What is the next 
step?”

4. The group then discusses the work while the requesting person listens and takes notes.  
Group members should use warm feedback, cool feedback,  hard feedback, and pose 
questions about the work.  It is okay to ask the requesting person clarifying questions about 
their work if something is unclear.  The purpose is to make a good thing even better.  Usually 
the requesting person just listens to the group, takes notes on the discussion, and avoids 
joining the conversation.  Remember, the group is there to pose tough questions for the 
requesting person in order to improve the work.  The facilitator should also be taking notes 
in order to help organize information from the discussion and help direct the discussion if it 
gets off track or if it becomes to critical.

5. When the requesting person knows it has gotten what it needs from the group, stop the 
process. The requesting person should briefly summarize what was gained after listening 
to the group and then thank the group and facilitator for their participation.  



Charrette	  Protocol	  
	  
	  
A	  “charrette”	  is	  a	  set	  of	  agreed-‐upon	  guidelines	  for	  talking	  with	  colleagues	  about	  an	  
issue.	  The	  conversation	  tends	  to	  be	  more	  trusting	  and	  more	  substantive	  because	  
everyone	  knows	  the	  guidelines	  in	  advance.	  Charrette’s	  are	  often	  used	  to	  improve	  the	  
work	  while	  the	  work	  is	  in	  progress	  and	  are	  not	  to	  be	  used	  as	  an	  evaluative	  tool.	  	  
	  

Charrette	  Protocol	  
	  

1. A	  group	  or	  an	  individual	  from	  the	  group	  requests	  a	  charrette	  when	  
they	  want	  others	  to	  help	  them	  resolve	  an	  issue.	  Often	  they	  are	  at	  a	  
“sticking	  point”	  and	  the	  conversation	  will	  help	  them	  move	  
forward.	  

2. Another	  small	  group	  is	  invited	  to	  look	  at	  the	  work	  and	  a	  facilitator	  
is	  used	  to	  moderate	  the	  discussion.	  

3. The	  requesting	  group	  or	  individual	  presents	  its	  work	  and	  states	  
what	  they	  need	  or	  want	  from	  the	  discussion.	  The	  conversation	  is	  
focused	  by	  this	  presentation.	  

4. The	  invited	  group	  discussed	  the	  issue	  and	  the	  requesting	  group	  
listens	  and	  takes	  notes.	  The	  emphasis	  is	  on	  improving	  the	  work,	  
which	  now	  belongs	  to	  the	  entire	  group.	  “We’re	  in	  this	  together”	  
characterizes	  the	  discussion.	  

5. Once	  the	  requesting	  group	  gets	  what	  it	  needs,	  it	  stops	  the	  process,	  
summarizes	  what	  was	  learned,	  thanks	  participants	  and	  returns	  to	  
their	  work.	  

6. 	  
	  
Adapted	  From:	  A	  charrette	  protocol	  written	  by	  Kathy	  Juarez	  and	  available	  on	  the	  
Turning	  Points	  website	  (www.turningpts.org/pdf/CharretteProtocol.pdf)	  	  
	  
	  
	  
©	  	  20010Ronald	  Williamson	  and	  Barbara	  Blackburn.	  Material	  excerpted	  from	  Improving	  
Rigor	  in	  Your	  School:	  A	  Leadership	  Toolkit	  to	  be	  published	  by	  Eye	  on	  Education.	  
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The Charrette Protocol
Developed by Kathy Juarez, Piner High School, Santa Rosa, California; revised by Gene Thompson-Grove, 

January 2003, and by Kim Feicke, October 2007.

Purpose
The Charrette is a term and process borrowed from the architectural community. Its purpose is to improve 
a piece of work. As described by Carol Coe at Puyallup High School, Washington, Charrettes are used 
to “kick up” the level of performance. Individuals or teams call for a Charrette when they are “stuck” 
— when the members of the team have reached a point in the process where they cannot easily move 
forward on their own. They bring their current ideas, or the actual work in progress, to the Charrette, and 
then ask the group to “work on the work” for them. 

Time
20-50 minutes

Roles
A group, ranging in size from three to six people, is formed to look at the work. The moderator or 
facilitator is chosen from among the participants. It is the facilitator’s job to help the group stay focused 
on the requesting team’s/individual’s questions or issues, observe the Charrette, record information that is 
being created, ask questions along the way, and occasionally summarize the discussion.

Using the Protocol
Charrettes are not normally held after the completion of a project. Instead, they are held in a low stakes/no 
stakes environment, where the requesting team has much to gain from the process and virtually nothing 
to lose. In short, Charrettes are used to scrutinize and improve work while it is still in progress, before it is 
ever placed in a high stakes environment. They can be used whenever an individual or small group has a 
design problem or issue. 

One other consideration: the Charrette is used only when there is sufficient trust present in a group, and 
when the prevailing atmosphere is one of cooperation rather than competition. Underlying the successful 
use of the Charrette are 2 fundamental beliefs: 
1. Individuals or groups working together can usually produce better work than individuals or groups 

working in isolation (“none of us is as smart as all of us”), and 
2. There is no piece of work that with more time, thought and effort couldn’t be improved (“with learning 

there is no finish line”).

Process
1.  The requesting team/individual presents its “work in progress” while the group listens. (There are no 

strict time limits, but this usually takes 5 or 10 minutes.) 
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2. The requesting team/individual states what it needs or wants from the Charrette, thereby accepting 
responsibility for focusing the discussion. This focus is usually made in the form of a specific request, 
but it can be as generic as “How can we make this better?” or “What is our next step?” Sometimes, the 
invited group needs to ask 2 or 3 clarifying questions before moving on to Step 3.

3. The participants then discuss while the requesting team/individual listens and takes notes. There are 
no hard and fast rules here. Occasionally (but not usually) the requesting team/individual joins in the 
discussion process. The emphasis is on improving the work, which now belongs to the entire group. 
The atmosphere is one of “we’re in this together,” and our single purpose is “to make a good thing even 
better.”

4. When the requesting team/individual knows it has gotten what it needs from the group, they stop the 
process, briefly summarize what was gained, thank the participants and moderator, and return to the 
“drawing board.”

5. Debrief the process as a group.
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Good Questions
Adapted from an Iowa Peace Institute message.

“A sudden, bold and unexpected question doth many times surprise a man and lay him open.” — Francis 
Bacon, early 17th century British philosopher

Asking a good question can be valuable in and of itself, irrespective of the answer. It communicates 
your respect for the other person. It is an expression of a deep belief in individuals’ capacity for making 
decisions about their own situations. The fullest commitment to a decision comes if you have made it 
yourself, with the help of supportive comments and good questions to pen up your thinking. 

What will help us learn to phrase questions so that they don’t express judgment and they help people 
involved in disputes gain greater clarity about their own situations? Let’s think about why we ask questions 
— to get information or to help someone make a decision. 



NAME:                                                                  DATE:                                PERIOD:                
GRAPHIC DESIGN CRITIQUE

1. Look at your work.  
• What is it that you would like from the critique?  
• Do you know the next step?  
• Are you stuck?  
• Would you like to know how to improve your work?  
• What will make your work stand out from the rest?

2. Formulate an essential question to ask the group:

3. Listen to the group as they discuss your work.  Keep track of all the
comments the group gives you during your critique below:



4. After the group critique, write a summary of their observations:

5. What did you like about the charrette process?  

6.  What did you dislike about the charrette process?

7. Is there anything you still need?
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Glossary of Protocol Terms
Developed in the field by educators.

Presentation
At the beginning of most protocols, the presenter, shares some aspect of their work with the group. This 
may include written documents, data, or student work in any form. At the end of the presentation the 
presenter asks a focusing question that will guide the protocol to follow.

Clarifying Questions
Clarifying Questions have brief, factual answers. They ask the presenters “who, what, where, when and 
how.” These are not “why” or “what other approaches have you considered” questions. They can be 
answered quickly and succinctly, often with a phrase or two. The purpose of clarifying questions is to help 
the questioner better understand the presenter’s situation; these questions are not likely to offer any “food 
for thought” to the presenter.

Probing Questions
The purpose of Probing Questions is to help the presenters clarify and expand their own thinking about 
the matter they have presented to the group and they are for the benefit of the receiver. They are concise, 
elicit a reflective response, and do not contain explicit recommendations. This is the time to ask open-
ended questions such as:

• What would have to change in order for…?
• What do you assume to be true about .…?
• What’s another way you might…?

These questions take longer to answer and often sustain thinking beyond the moment.

Warm and Cool Feedback
Warm and cool feedback is a feature of several protocols. The group should begin and end this part of the 
protocol with warm feedback. Cool feedback is often best received if expressed with some qualification, 
or asked in the form of a question, (e.g. “I wonder if...” rather than “I think he should.”) By the same token, 
it is important for the presenter to listen in a non-defensive manner.

Group Discussion
The group talks with each other while the presenter listens and takes notes; the presenter is not allowed to 
speak at this time. It is helpful for the presenter to pull his/her chair back slightly from the group where s/
he can more easily attend to listening and note taking without feeling the need to give eye contact or any 
other kind of response to the speakers. The group talks about the presenter in the third person, almost as if 
s/he were not there. As awkward as this may feel at first, it often opens up a richer conversation, and it is 
only for fifteen minutes or less! It is the group’s job to offer an analysis of the situation; it is not necessary 
to solve the problem or offer a definitive answer. 
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Presenter Response
The point of this time period is not for the presenter to respond to everything the group said. Rather, this 
is a time for the presenter to talk about what were, for them, the most significant comments, ideas and 
questions they heard. They can also share any new thoughts or questions they had while listening to the 
group. Once the presenter have responded to their satisfaction and wish to engage in a more free-flowing 
dialogue, they indicate so to the group by inviting group members to share additional comments, ideas 
and questions.

Reflection/Debrief
It’s important to give everyone a chance to talk about the process and how it went - both as a way to learn 
what works for the group, as well as to reflect individually on the skills necessary for engaging in reflective 
dialogue. Often hearing other perspectives on the process helps people see the value of using a structured 
protocol. 
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