
Protocols are most powerful and effective when used within an ongoing professional learning community and facilitated by a skilled facilitator. To learn more 
about professional learning communities and seminars for facilitation, please visit the School Reform Initiative website at www.schoolreforminitiative.org

Standard Facilitation Steps for Learning Community Facilitators
Developed by Edorah Frazer.

There’s a lot to think about when you’re preparing to facilitate a group using protocols. The following 
practices will help you establish an environment conducive to meaningful collaborative work. Consistency 
in the first few meetings will develop good habits within the group, and responsibility for these tasks can 
soon be shared.

1. Plan your agenda and distribute it to the group in advance. Think carefully about how long each item 
will take and include a few minutes of flex time. 

2. Pre-Conference. Use the Pre-Conference Guide to effectively choose and prepare the appropriate 
focus question, protocol and student work to achieve your intended results. Expect to spend at least 
15-20 minutes on this conversation. 

3. Create the space. Make sure everyone in the group can see everyone else. Rearrange furniture if necessary. 

4. Review the norms with the group and post them.

5. Prepare the group for active participation. Remind everyone in your group that they should be ready 
to take some notes during the presentation of work.

6. Review the protocol. Bring copies of your protocol to hand out. If you can’t make photocopies, chart 
the main steps of the protocol on a chart pad or blackboard.

7. Post the presenter’s focus question on the board, or ask all participants to write it down.

8. Actively co-facilitate. While one co-facilitator takes the lead on moving through the protocol, the 
other co-facilitator should watch the process, jump in if things get muddled or off-track, and model 
focused, positive and deep participation.

9. Trust the protocol. There is often a moment in the protocol when you think, “What should I do now? 
This is heading for disaster!!” Take a breath and see what the protocol yields, or ask your co-facilitator 
for some help. Share your concerns during the debrief.

10. Make a basic plan for the next meeting. At a minimum, determine who will bring work for feedback 
and who will facilitate.

11.	Collect	written	reflections at the end of your meeting so that you can plan effectively for the next one. 
At the beginning of each meeting, read highlights from the previous reflections in order to create continuity.

12. Debrief with your co-facilitator. Talk about each of your roles and how you can best help the group 
move forward.


