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Setting the Stage - Materials Needed 
● Post it Notes 
● Root Cause Analysis Brief 
● Next Steps handout 
● Fishbone Worksheet 
● 5 Why’s Worksheet 
● Fishbone on chart paper (for large group) 
● Causal Categories 
● KLN Progression 
● Collaborative Cycle for Learning 
● Chart paper 

 
 
**You will find Virtual Technology Tips & Considerations in specific direction 
sections.   
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Facilitator Moves: Have on screen as participants enter. 
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(5 min) Script: Welcome - Education is a profession that takes all of you, your time, and 
attention,(pause) and quite regularly by the time we reach the end of the day we’ve given all 
we have.  At the same time, planning for how to improve your schools takes time and 
attention that you don’t have to give during the school day. So thank you for being here 
(pause) and mentally present even though you have personal goals or professional work 
that may be going on out there.   
 
During our time invested in this process today give yourself permission to check out from 
technology.   If there is something going on in your world, just let me know. You might have 
a sick kid or something else you might need to take care of. If you need to take a phone call 
or respond to a text, we ask that you take it outside of the room so we don’t disturb the 
learning of others.  
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(1 min) Script: The purpose of our time together today is really two fold. 
The first directly relates to the root cause analysis- finding the root causes of the identified 
problem and then eventually identifying evidence based practices that will improve 
outcomes for students.  
 
Pause 
 
The second is to provide your teams with a process that you can replicate any time you 
have an area you’d like to dig deeper into to identify those underlying causes. 
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(2 min) Script: 
If there was a continuum that started here at a “Care Bear” and ended here (walk the line) at 
a “Grizzly Bear” (look back and forth up and down the line and position yourself about 2/3rd 
the way toward the Grizzly Bear) today, as your facilitator I’m going to operate about here. 
Since this is a model, I want to be sure to get through the agenda so you have a frame of 
reference for the whole process. Because of limited time, as the facilitator, I will need to 
keep you on process, and moving along in order to get to everything.  
 
This may mean that your team does not get to talk as in depth as they would like during 
some steps. If that happens, and we are moving along, take note of the topic you are on and 
make sure it gets added to your next building leadership team agenda when you continue 
with your root cause analysis.  
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(1 min) Script: Here are the objectives for our time today.  Please take a minute to read over 
them.  Allow participants one minute to read over the objectives. 
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(1 min) Script: As we are working throughout today, there will be opportunities for 
reflection as a team to add things to a future agenda, or task that need to be 
attended to as well as who, what and when communication needs to happen.  I 
invite you to keep this tool (hold up the Next Steps handout) close and add to it as 
you feel necessary.   
 
 
Virtual Technology Tip:  Consider creating this document in Google Docs.   
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(1 min) Script: As questions arise please jot them on a post it note and add them to our 
parking lot.  (Motion to where the parking lot will be housed).  This will allow us to keep our 
focus and attention on the process we’re attending to today. 
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(4 Min) - Script:  We’re going to begin our work today by digging into the “what/why/how” 
of a Root Cause Analysis.  We are going to do a focused reading using the one-page brief. 
Please put a check beside anything that you know, stars by what might be important and a 
question mark next to areas where you’d like more information.  We’ll be sharing with a 
partner in a moment. 
 
Allow 3 minutes to read and 1 minute to share. 
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(1 min) Script: Here is a graphic which represents the continuous improvement cycle that our 
team’s work is grounded in.  Around the outside of this graphic the four foundational indicators which 
your team has assessed are represented.  These four foundational indicators are essential in school 
improvement.  As these are are not a “one and done” task, but truly integrated into continuous school 
improvement work.  With this in mind, these will be reassessed annually to ensure they are being 
integrated overall into your plans and actions. 
 
Based on the wise ways, which your team used to assess the foundational indicators we define each 
as follows: 

● Leadership (This is the Building/School Leadership Team, Instructional Leadership, Leading 
change) 

● Collaboration and building an efficacious system with a culture of collaboration 
● Data-based Decision Making (making informed decisions, monitoring the effectiveness of 

practices) 
● Communication- this ties back to part of the need to have the district point of contact as part 

of all communications.  Effective practices for communicating within the school, across the 
district, and with stakeholders.  

 
For the remainder of this school year we’re going to be living in the first step of improvement, which 
is preparing. It might feel like the work is moving slowly, and it is, but that slower pace is intentional. 
It allows for depth, time to think and intentional actions to be put in place that go deeper than just the 
surface symptoms many of you might be seeing in your systems. 
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(1 min) Script: Today as you work through a root cause analysis we will be utilizing the 
Collaborative Learning Cycle as a way to hold us to process & topic.  It comes to us from 
Got Data, Now What by Laura Lipton and Bruce Wellman.   
 
Productive conversations require shape and structure.  Thoughtfully designed processes 
increase focus, minimize distractions and deepen exploration and analysis of data.  Without 
such processes, group work disintegrates into excessive storytelling, over-certain and 
over-sold solutions, and a premature rush to action spearheaded by just a few members of 
the group.  (Got Data, Now What, pg. 25) 
 
The Collaborative Learning Cycle is a framework that establishes a learning forum for group 
exploration of data.  Structured engagement with information and fellow learners ignites the 
processes of inquiry and problem solving.  This question-driven model promotes specific 
cognitive processes and group-member interaction in three phases: 1 - Activate & Engage, 2 
- Exploring & Discovering, 3 - Organizing & Integrating. (Got Data, Now What, pg. 25) 
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(2 min) Script: We will start our time together with an inclusion activity. 
 
WHY 

1. An inclusion activity gives the group a chance to focus their energy on what is going 
to happen in the room today. There are likely a lot of things both personally and 
professionally on your mind, so this gives you a chance to switch your brain and 
focus on this (hand gesture) while knowing that-- all of that (hand gesture) will be 
there for you when our time is done.  

2. An inclusion activity also sets a norm of participation. Participation is needed during 
this time today, so by initially using a process that brings all voices in the team to the 
table, it sets up the expectation of participation for the rest of the meeting.  

 
Today, we are going to marry the inclusion with the first stage of the collaborative learning 
cycle.   
 
 
Virtual Technology Tip:  Consider creating breakout rooms for participants. 
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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(30 sec) Script: This first phase in the collaborative learning cycle: activate & engage 
prepares groups members for this work by eliciting assumptions about learners and 
learning, as those assumptions relate to the data the group will explore.  The intention of 
this phase are to surface perspectives and create readiness.   
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(30 sec) Script: Take a moment, and read to yourself the purpose of this first stage of the 
Collaborative Learning Cycle. (Pause for reading)  
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(30 sec) Script: The leadership team crafted a problem statement prior to coming today & 
brought a hard copy. This is the statement you will use today.  Take a moment to read that 
problem statement to yourself.  (pause for reading)  
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(30 sec) Script: In a moment there will be several questions on the screen. The purpose of 
these questions are to cognitively prepare you for data your team will look at. The questions 
explore perceptions, assumptions, and expectations.  
 
You will have 1 minute to silently decide which question you would like to answer, and then 
craft a brief response either in your head or you can write it on a sticky note.  
 
After that minute, each group member will share the question they chose and their thinking.  
 
There will be no cross talk. The reason there is no cross talk, is because as people are 
sharing, I want each group member to focus on listening to understand their statement, 
instead of listening to respond.  
 
The group is done once everyone has shared. This should take about ___ minutes. Meaning 
each person has less than a minute to share their thinking.  
 
After your think time I will tell you who in your group will start sharing. What questions can I 
answer before I show you the questions? (Use an approachable voice, palms up)  
 
 
Virtual Technology Tip:  Consider creating breakout rooms for participants. 
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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(6 min) Script: Here are the questions. Remember you will choose 1 to respond to. Silently 
take 1 minute to craft your response. (pause for thinking)  
 
Thank you, the person who will start is… the person closest to the door.  
 
 
Virtual Technology Tip:  Consider creating breakout rooms for participants. 
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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(30 sec) Script: We are next moving in the Collaborative Learning Cycle to the Exploring and 
Discovering Phase. This is the phase where the team begins to analyze data. Read this slide 
for information on this phase of the cycle. (Pause while participants read the slide) 
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(1 min) Script: Take a moment, and read to yourself the purpose of this second stage of the 
Collaborative Learning Cycle.  
 
Give participants 1 minute to read through the information on the slide. 
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(3 min) Script: Up on the screen is a list of major subgroups in a school district in the state of 
Kansas.  These numbers come straight from the KSDE Report card that you can view if you 
search for KSDE report card.  Principals were asked to bring this information with them 
today.   
 
So if I am working with a team who is looking at district level data, I may want to appoint an 
advocate for some of the larger subgroups. I might do that by saying, “Whenever we look at 
data, you are going to always keep an eye on the data for students who are  English 
Learners, and you will always keep an eye on the data for students who are 
African-American.” 
 
 So initially, I want to use data, to determine subgroups that need an advocate. I will also 
want to consider other factors when deciding who needs an advocate. For example, I know 
African-American males and African-American females are, in some instances, are 
perceived differently, and because my school has a large African-American population, the 
group may choose to appoint an advocate for African-American males and another for 
African-American females.  
 
Another example:  we need someone to advocate for parents because we don’t often 
consider them when making decisions, or we often make decisions based on what is best 
for the athletes, but not the students heavily involved in drama, or the 9th graders, or 
whoever may not be being considered.  
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(2 min) Script:Why- Advocacy 
Why- Advocacy 
Most leadership teams in Kansas, are comprised of people that have different backgrounds and 
experiences than the students they serve. We are entrusted to make decisions that affect kids, and 
our backgrounds and experiences may give us blind spots from flexibly understanding the data and 
making decisions.  
 
What-  Advocacy 
Because of this, one structure you will put into place today, and I would suggest that you continue to 
use as you analyze data back at your school, is the idea of an appointed advocate.  
 
In a moment your team will get a chance to look at your school’s demographic data and determine 
who will be advocates for groups of students. First, let’s look closer at what I mean by an advocate. 
An advocate is someone who uses their voice to raise the consciousness of others. So an advocate 
does not have to be a member of that group or even an expert in that group. An advocate makes 
sure that anytime the group looks at data, makes decisions, or implements actions that they speak up 
for the group they are advocating for.  
 
That might look like this: The team is looking at data, I am the advocate for students who receive 
support for Learning English, and I notice there is a gap between that group’s test scores and the all 
student category. I am going to use my voice, and say to the group “I notice something is going on 
here with English Learners,I think we should ask some students who are receiving services what is 
difficult for them on this assessment so we can see if it is vocabulary, or the reading skill, or maybe 
they just need additional time. So that is how an advocacy might look when looking at data.  
 
When making decisions or implementing actions it might look like this. “So I know we are thinking 
about having the School Resource Officer be stationed at the front of the school so that teachers 
know exactly where to find him/her when needed. I am the advocate for African-American males, 
and I think we need to examine how that decision might look from their point of view.” And then the 
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advocate for English Learners might say “Yes, and I am advocating for English Learners and I also 
want us to consider how some immigrant students equate police officers with ICE, and how this 
decision might affect those students.” Then the group can talk, and the decision may remain the 
same or it may change, but the decision was examined from multiple perspectives. 
 
 
Virtual Technology Tips:   

● Consider creating breakout rooms for participants.   
● Create a graphic organizer for teams to document who they are advocating for. 
● Continue to push teams to reflect around the group they are advocating for.  When 

decisions are made, what might this mean for ___?   
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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(1 min) Script: Groups that are appointed an advocate should be groups in your school that 
are typically marginalized. Some will probably be based on race, economic status, or 
supports they recieve. Others may be based on what you know about your school. For 
example, we need someone to advocate for parents because we don’t often consider them 
when making decisions, or we often make decisions based on what is best for the athletes, 
but not the students heavily involved in drama, or the 9th graders, or whoever may not be 
being considered.  
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(5 min) Script: Your team needs to make a decision about what groups need advocates and 
who will be their advocate. Again, I would recommend that the person then remains that 
groups advocate at all leadership team meetings for the rest of the school year. Each 
person should have a group they are advocating for. Large groups in your school may need 
more than 1 advocate. I would not assign the principal a group, so that they can keep a 
schoolwide perspective.  
 
Your team will only have about 5 minutes to make this decision. What questions can I 
answer before you get started?  
 
Provide 5 minutes for teams to make decisions regarding advocates 
 
 
Virtual Technology Tips:   

● Consider creating breakout rooms for participants.   
● Create a graphic organizer for teams to document who they are advocating for. 
● Continue to push teams to reflect around the group they are advocating for.  When 

decisions are made, what might this mean for ___?   
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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Virtual Technology Tips:   

● Consider creating breakout rooms for participants.   
● Create a graphic organizer for teams to document who they are advocating for. 
● Continue to push teams to reflect around the group they are advocating for.  When 

decisions are made, what might this mean for ___?   
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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Read slide aloud to the participants as a way of providing the “Why”    
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(25 min) Script: We are now going to dig into the data that we’ll be using for our work today. 
Going source by source, teams will do the following: 
 
Directions: 

1. Take 2 minutes to silently review the data to yourself (remember to think from your 
perspective as an advocate)  

2. Take 2 minutes to verbally review the data with a partner to ensure understanding.  
(Different people process data in different ways. By allowing time for both internal and 
external processing you are honoring both types of processors in your group)  

3. Partners Report- Partners then talk about “What are some patterns or trends you are 
noticing in regards to Who, Where, and When? Remember this is about noticing 
data, it is not a time to draw conclusions about why something is happening. This 
phase is all about staying open to the possibilities of data. So that sounds like this “I 
noticed in the mastery connect data that all students are scoring 80% on the 
assessments in 7th grade, and yet the students who receive services for Special 
Education are scoring 25%.” In this type of statement, I’ve noted Who and Where in 
the pattern. Take 3-5 minutes for this step.  

4. Partners Report- The whole group will come together. Have someone record on the 
chart paper. Again take 3-5 minutes. Partners will report out what their partner said. 
So you aren’t sharing what you stated, you are sharing what your partner said. We 
are putting this structure into place for a couple reasons. The first is that it forces you 
to listen as your partner talks instead of waiting until it is your turn to talk. The other is 
that when reporting what someone else says, people tended to be briefer in their 
comments, then if they were to share what they said.  

5. You will continue this process for each piece of data the team has. Today, this is a 
time-bound activity. Again, doing this with your team, it would take as long as it 
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needed to take. You may not get through all the data pieces brought, but you will 
need to get through several pieces in order to start looking for trends, which will be 
the next step. 

 
 
Virtual Technology Tips:   

● Consider creating breakout rooms for participants.   
● Consider creating a Padlet for teams to use to document findings. 

 
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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Script: Reflect to yourself, when you looked at that data, what opportunities did you see to 
advocate?  
 
Reminder, you are still you, and are looking from your lens. You are also balancing this 
advocation piece, so try to be intentional about checking in with yourself about being an 
advocate.  
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(3 min) Script: As a team, have an open-dialogue about “where is your thinking now?” and 
then start a list of items that may need to go on an upcoming agenda. This is an opportunity 
to solidify your thinking, and also to keep track of which of these steps your team needs to 
come back to and spend more time thoroughly exploring.  
 
Pause and allow teams 2 - 3 minutes to update their documents. 
 
Virtual Technology Tip:  Consider creating this document in Google Docs.   
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Allow for a 10-15 minute break.  This slide can be adjusted to 10 minutes for a ½ day 
presentation. 
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( 1 min) Script: Now we’re moving into Organizing and Integrating. This is where the team 
begins to generate theories, or hypothesis of what might be causing the data to look the 
way it does.  
 
Why- Organize and Integrate 
One of the biggest mistakes teams make is jumping straight to this phase, without properly 
activating and engaging or exploring and discovering. By jumping, teams often prematurely 
latch on to one explanation of the data and shut down all other ideas, which can lead to 
decisions that are made, but that aren’t implemented correctly or don’t sustain. 
 
 
   

Modified May 2020 

 
32 



 
 
(1 min) Script: Take a moment to read about how Lipton and Wellman describe this stage.  
 
Give participants 1 minute to read through the information on the slide. 
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(3 min) Script: 
 
Why- Causal Categories (Causation)  
The text noted that organize and integrate happens in two stages. Causation and Action. So 
we will first focus on Causation. Causation is where the group asks itself “Why did we get 
these results? What caused these outcomes? And they begin to generate theories. Theories 
of causation tend to fall into one of 6 categories. Curriculum, Instruction, Teachers, 
Students, Infrastructure, and Assessment. When the district team looked at these causal 
categories from Lipton and Wellman,  they noted something important. Most of the 
categories are within our realm of control as adults in the building, with the exception of 
students. We can’t control everything a student comes to us with, we can put actions into 
place that mitigate some things, however this category can cause a team to be less 
efficacious because it gets stuck in the cycle of talking about things they can’t control.  
I encourage you to ask yourselves, is this something we can control? 
 
Leaders Category 
Therefore, we are making an adjustment to Lipton and Wellman original work, and instead 
of using students as a category we are adding leaders. This is the knowledge, skills, and 
dispositions of leaders. The word leaders is up for interpretation for your team. It may refer 
to district leadership, a school leader such as a principal, the building leadership team, or a 
collaborative team. A leader is a function, not a title, so when examining this category don’t 
get boxed in by assuming it is only referring to one person.  
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(1 min) Script: For today’s work we’ll be using a firshbone diagram to brainstorm our ideas, 
as well as some structures from adaptive schools in order to allow for equal participation 
and all voices to be heard. 
 
Why- Whip Around 
An individual's theories are based on his or her own experiences and preferences. So a 
person who is passionate about curriculum, may suggest one theory and a person who is 
intensely focused on instruction will suggest another. We’ve all been in group’s where the 
first person to speak or the person with the most relational authority is the only person’s 
ideas who get examined. In group work, it is important to get all thinking out on the table, 
and honor the diverse perspectives that live in the room.  
 
How- Causal Categories (Causation ) 
Each group will use the structure Whip Around to put theories of causation on the table. 
This structure is used so that everyone in the group gets a chance to share their ideas, and 
everyone get the opportunity to truly listen to the members of their group. Additionally, by 
using this structure, ideas are released to the group. What we know about group work, is 
that people often interact with an idea based on how they feel about the person who 
brought it up. So if you like the person who said it, generally people will like the idea. If they 
don’t get along with the person who said it, they will generally dismiss an idea. By using this 
structure the idea is released to the group, and future work on the validity of the theory or 
actions are owned by the group, not an individual.  
 
PAG/PAU First Turn/Last Turn 

● The first thing you will do is write in your problem statement in the circle.   
● Each person will need 6 sticky notes to capture their thoughts.   
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● The dialogue will begin by the question being asked:  “How does the infrastructure 
contribute to 60% of students scoring a 1 or 2 on the KAP?” or How does the 
curriculum contribute to insert problem statement.  Each person will write their 
theory on a sticky note. 

● After all have written a statement, you will share with the entire group.  This is where 
it will get interesting.  There will be no cross talk.  This is an opportunity for all 
members to get their voices heard, but no decisions or actions will be taken at this 
point and no justifying why you wrote what you did. 

● Place all stickies on that category 
● NO CROSS TALK 
● Pattern repeats around the table. Generate theories in multiple categories. 

 
Ask - What questions might I answer?  Pause and wait for questions 
 
 
Virtual Technology Tips:   

● Consider creating breakout rooms for participants to work through this piece 
● Consider creating a Padlet rather than a fishbone to capture theories of causation.   

 
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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7 mins 
Directions 

● The first thing you will do is write in your problem statement in the circle.   
● Each pair  will need 6 sticky notes to capture their thoughts.   
● The dialogue will begin by the question being asked:  “How does the 

infrastructure contribute to insert problem statement ?” or How does the 
curriculum contribute to insert problem statement.  Each person will write 
their theory on a sticky note. 

 
 
Virtual Technology Tips:   

● Consider creating breakout rooms for participants to work through this piece 
● Consider creating a Padlet rather than a fishbone to capture theories of causation.   

 
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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8 Mins 
Directions 

● After all have written a statement, you will share with the entire group.  This is 
where it will get interesting.  There will be no cross talk.  This is an opportunity 
for all members to get their voices heard, but no decisions or actions will be 
taken at this point and no justifying why you wrote what you did. 

● Place all stickies on that category 
● NO CROSS TALK 
● Pattern repeats around the table. Generate theories in multiple categories. 

 
 
Virtual Technology Tips:   

● Consider creating breakout rooms for participants to work through this piece 
● Consider creating a Padlet rather than a fishbone to capture theories of causation.   

 
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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3 mins - Here is an example of what this might look like.  As you can see the problem 
statement listed is: 62% of students in 4th grade scored a level 1 or a 2 (not proficient) on the 
KAP.  Some ideas brainstromed include the schedule not allowing 90 minutes for core 
instruction, which was listed under Infrastructure.  Another idea listed under curriculum is 
that teachers are supplementing with other items that might not be standards based.  A 
third idea listed is that students have poor attendance. 
 
 
 
Virtual Technology Tips:   

● Consider creating breakout rooms for participants to work through this piece 
● Consider creating a Padlet rather than a fishbone to capture theories of causation.   

 
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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2 mins - In order to decide what category to look more deeply into, we’ll be using a 
structure called Forced Choice.  Please read the directions on the slide.  20-30 second 
pause for participants to read the directions and individually determine how they spend 
their stickers. 
 
You may now vote using your stickers, the theory with the highest number of dots will be 
the one your team will be looking at more deeply. 
 
 
Virtual Technology Tips:   

● Consider creating breakout rooms for participants to work through this piece 
● Rather than voting with stickers, use the Padlet feature of “liking” each sticky note.   

 
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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7 mins - As a team take some time to dialogue.  The purpose of the dialogue is to 
brainstorm as many why’s as you can about the selected theory.  Please have one person 
write each why on a sticky note.   
 
Pause for 5 minutes 
 
The final step in this process is to determine which 4 why’s your team will investigate 
further. 
 
Allow 2 minutes for the teams to determine their 4 why’s. 
 
Virtual Technology Tips:   

● Consider creating breakout rooms for participants to work through this piece 
● Rather than voting with stickers, use the Padlet feature of “liking” each sticky note. 

As a team, determine which sticky notes have the most “likes”.   
● Then fact check most liked sticky notes with data.  Use the padlet feature of 

changing the color of the sticky note to green if there is data to validate the sticky 
note.  Red  if there is not data and yellow if digging deeper is needed.   

 
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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2-3 Minutes 
 
The first step is to do a “quick sort” of all the generated ideas.  Think of these groups as “urgent” and 
“not yet”.  Ideas in the “not yet” pile are not necessarily bad or unimportant, however can be ones that 
the team just isn’t going to focus on yet.  An idea to do this quickly without dialogue is to have one 
person read the idea and have team members motion by pointing to sort. 
 
After sorting, look through the items sorted into the “urgent” pile and order them in order of 
priority/urgency to address.  This can be done with brief dialogue, remembering to advocate for your 
groups as necessary.  The top 4 will then be the ones that the team will use in the next step. 
 
What questions might you have about the process? 
 
Virtual Technology Tips:   

● Consider creating breakout rooms for participants to work through this piece 
● Rather than voting with stickers, use the Padlet feature of “liking” each sticky note. 

As a team, determine which sticky notes have the most “likes”.   
● Then fact check most liked sticky notes with data.  Use the padlet feature of 

changing the color of the sticky note to green if there is data to validate the sticky 
note.  Red  if there is not data and yellow if digging deeper is needed.   

 
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table?   
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3 Minutes 
 
We’ll now transition into our next structure, which is called the 5 why’s.  This video briefly 
explains the background and process.  Play Video 
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5 Mins 
 
Now that we have a theory to dig into its time to begin asking why.  The first thing you will 
do is craft a sentence using your problem statement and the chosen theory from the sticky 
note.   
You will then put the ideas from your brainstorm session on each graphic organizer and 
start asking why.  You will begin to drill down 
 
So let’s come back to our example problem statement and begin digging into finding the 
root cause of that problem.  This begins by rewriting the problem statement to include the 
theme or topic from the causal categories.  For our example we’ve chosen to look more 
deeply into teachers supplementing curriculum.   
 
The first step is to ask yourselves “why” connected to the statement from the causal 
categories.  For our example we have rephrased the 2nd part of the newly written problem 
statement as a question.  Read the first question “Why are teachers supplementing the 
curriculum with items that might not be standards based?” 
 
The next step is to have a team discussion answering that question.  You might come up 
with 2 answers to the “why” as you discuss, however no more than 2 should be chosen. 
 
We then continued to work through asking and answering the “why” questions as you look 
to find the root cause. 
 
A few things to keep in mind: 
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When applying the 5 Whys technique, you want to get to the essence of the problem and 
then fix it. The 5 Whys may show you that the source of the problem is quite unexpected, 
and at times not directly correlated to the symptom identified through the causal category 
statement. 
 
Have in mind that “5” is just a number. Ask “Why” as many times as you need in order to 
complete the process and take appropriate actions.  In our example we only had to ask it 3 
times to get to an answer that then will allow our team to action plan around. 
 
Don’t ask too many Whys. If you keep going, you may end up receiving tons of 
unreasonable suggestions and complaints, which is not the purpose. Focus on finding the 
root cause. 
 
Sometimes there could be more than one root cause. 
 
So in review, the 5 Whys technique is a simple and effective tool for solving problems. Its 
primary goal is to find the exact reason that causes a given problem by asking a sequence 
of “Why” questions. 

● The 5 Whys method helps your team focus on finding the root cause of any 
problem. 

● It encourages each team member to share ideas for continuous improvement, 
rather than blaming others. 

● It gives your team the confidence that it can eliminate any problem and prevent 
the process from recurring failures. 

 
 
 
Virtual Technology Tips:   

● Consider creating breakout rooms for participants to work through this piece 
● Re-create this form using Google Docs. 

 
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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12 Mins 
 
Have participants read through the directions.  Ask - What questions can I answer about the 
process? 
 
 
Virtual Technology Tips:   

● Consider creating breakout rooms for participants to work through this piece 
● Re-create this form using Google Docs. 

 
Virtual Technology Consideration:  How might you ensure all voices are being heard at the 
table? 
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2 Mins 
Next Steps- Reflection 
As a team, have an open-dialogue about “where is your thinking now?” and then 
start a list of items that may need to go on an upcoming agenda. This is an 
opportunity to solidify your thinking, and also to keep track of which of these steps 
your team needs to come back to and spend more time thoroughly exploring.  
 
 
Virtual Technology Tips:   

● Re-create this form using Google Docs. 
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1 Min 
What- Causal Categories (Action) 
Now, your team is ready to move into creating actions. A team’s desire to serve the 
immediate needs of students is what often leads them to jump right into this stage without 
exploring and validating multiple theories. So it comes from a good place, however it is not 
always productive and can lead to multiple false starts and struggles.  
 
In this stage, team members focus on theories of causation that have been validated. Ones 
that have been disproven are set aside, and the ones that don’t have enough data yet, the 
team creates a plan for how they will get the data they need.  
 
Why- Causal Categories (Action) 
Focusing on the ones that have been validated for now, team members place theories of 
action out on the table that might address that cause. Again, people place theories of action 
on the table based on their experiences so the team will want to safe-guard against 
jumping on the first theory that is put out there, by clearly investigating the theories and 
using data to determine the action. And here is how your team can do that. 
 
Why- Causal Categories (Action)- Evidence Based Practices 
There is a lot of information out there about evidence-based practices. Your team will want 
to check any theories of action against the research that is out there because not all actions 
are created equal, and schools only have so much time and capacity so they want to make 
informed decisions.  
 
Why- Causal Categories (Action)- Evidence Based Practices 
Dr. Kevin Feldman who is a lead consultant across the country in a number of districts who 
are building tiered systems of supports. Says “All evidence is not of equal veracity.” And he 
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gives this continuum to help educators understand the quality of research that goes behind 
some of the things we say in education are “research based”. 
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1 Min 
For example, a meta-analysis (which is what Dr. Hattie did with Visible Learning” is 
the gold standard of research, because it is a synthesis of many quality studies. 
When thinking about the causal categories, you can generally find research on 
teachers, leaders, students, instruction,  and infrastructure here.  
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1 Min 
Another place for meta-analysis is What Works Clearinghouse. Generally, What 
Works Clearinghouse holds information on curriculum and instruction, when 
thinking about the causal categories.  
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1 Min 
On down the graphic are other types of research. For example in 
Quasi-experimental studies you would find the work of Robert Marzano. His work 
has been researched, however it has not been peer reviewed or replicated outside 
of his own work, so it doesn’t meet the threshold for a quality study. That doesn’t 
mean we shouldn’t pay attention to it. It is just helpful to understand where it falls at 
as far as the veracity of research.  
 

Modified May 2020 

 
52 



 
 
1 Min 
 
And the graphic moves on down, to what you currently have, which are opinions on 
what you think the action should be.  
 
So the next step would be to put theories of action out there, and compare them to 
research, and THEN only add an action to your school improvement plan in 
KansaStar that has been proven to be effective, and the action you are 
implementing is aligned to description for the research you are looking at.  
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1 Min 
Moving into next year we will begin working primarily in the implement part of this cycle, 
continuing to root decision making in the four foundational indicators of Leadership, 
Collaboration, Data-Based Decisions and Communication. 
 
On the next slide we’ll share some next steps for the rest of this school year, and what your 
teams can expect as we move into the upcoming school year. 
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1 Min 
Check in with our objectives we set for the day. 
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1 Minute 
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1 Minute 
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