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The Teacher and Leader  
Professional Dialogue Protocol 

The Teacher and Leader Professional Dialogue Protocol provides a teacher and an instructional 
leader with a data-informed structure to discuss a teacher’s use of key instructional practices 
from the Teaching Math to Young Children Toolkit. This protocol guides a teacher and an 
instructional leader in co-facilitating a strengths-based dialogue geared toward professional 
learning and support rather than a teacher performance evaluation. Together, the teacher 
and instructional leader discuss areas of instructional strength and areas for growth in using 
the toolkit’s key instructional practices. 

The professional dialogue draws upon data from two measurement tools in the Teaching 
Math to Young Children Toolkit: the Self-Assessment of Math Instruction (SAMI) and the 
Early Math Teaching Observation Tool (EMTOT). Using the SAMI, teachers self-assess their 
implementation of key instructional practices as they progress through the toolkit’s 
professional learning. Concurrently, instructional leaders use the EMTOT to observe teachers’ 
classroom use of the same key instructional practices at various points in time. Teachers and 
instructional leaders can use these measurement tools to monitor implementation of key 
instructional practices during and following teachers’ participation in the toolkit’s 
professional learning. Data from both measurement tools inform the professional dialogue, 
designed toward improving classroom implementation of key instructional practices. If 
teachers conduct peer observations using the EMTOT, then the observing teacher would 
assume the role of instructional leader. 

It is important for the professional dialogue to occur within one week after the teacher is 
observed. This helps the teacher and instructional leader more accurately recollect 
occurrences and observations during the lesson. 

The Teacher and Leader Professional Dialogue Protocol provides guidance for the teacher and 
instructional leader on the following: 

 

Setting the stage for professional dialogue. Teacher and leader prepare for a focused 
and data-informed dialogue about using key instructional math practices with young 
children. 

 

Co-facilitating the professional dialogue. Teacher and leader cultivate a constructive 
and balanced dialogue using guiding questions and facilitation prompts about strengths and 
areas of growth in using key instructional math practices. 

 

Action steps for growth. Teacher and leader articulate instructional goals and enact 
strategies, supports, and resources for achieving goals. 

https://ies.ed.gov/ncee/rel/math-young-children/xls/TMYC_Self_Assessment_Math_Instruction.xlsm
https://ies.ed.gov/ncee/rel/math-young-children/xls/TMYC_Early_Math_Teaching_Observation_Tool.xlsm
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Setting the Stage for Professional Dialogue 
Schedule 20–40 minutes for the professional dialogue to occur within one week of the 
classroom observation. The teacher and instructional leader should complete the 
following prior to the scheduled time: 

1. Reflect on the data and identify key instructional practices for the dialogue. 
2. Share SAMI or EMTOT data with each other. 
3. Review the SAMI and EMTOT data together. 
4. Review the guiding questions in the next section of the protocol, keeping in mind 

the purpose of the dialogue is to support teacher professional learning, not to 
evaluate teachers. 

 

Teacher preparations ahead of the professional dialogue 

 Reflect on SAMI data. Based on your SAMI ratings, select two to three practices for the 
professional dialogue. Select a mixture of practices representing areas of strength and areas for 
growth. Be sure to consider key instructional practices from the SAMI with a level 1 (Beginning) or 
level 2 (Developing) self-assessment rating. 

 Share SAMI data. For the key instructional practices you selected to address during the 
professional dialogue, share the corresponding SAMI ratings with the instructional leader. Sharing 
ratings for all SAMI items with the instructional leader is optional. 

 Review SAMI and EMTOT data. For the key instructional practices you and the instructional 
leader separately identified for the professional dialogue, compare your SAMI ratings to the 
EMTOT observation ratings. Keep in mind, the instructional leader’s ratings are based on the 
observed lesson and not your extended math practice. 

 

Instructional leader/peer observer preparations ahead of the professional 
dialogue 

 Reflect on EMTOT data. Select two practices you noted as areas of strength during the 
observation. Select one practice where you see an opportunity for growth. Be sure to consider key 
instructional practices from the EMTOT with a level 1 (Beginning) or level 2 (Developing) self-
assessment rating. 

 Share EMTOT data. For the key instructional practice(s) the teacher selected to address during 
the professional dialogue and the practices you selected, share the corresponding EMTOT ratings 
and any relevant notes from the classroom observation with the teacher. Sharing ratings and 
observational notes for all EMTOT items before the dialogue with the teacher is optional, unless 
requested by the teacher. 

 Review SAMI and EMTOT data. For the key instructional practices the teacher and you 
separately identified for the professional dialogue, compare the teacher’s SAMI ratings to your 
EMTOT observation ratings. Keep in mind, the teacher self-assesses on instructional practices over 
a longer period of time and not just the observed lesson. 
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Co-Facilitating the Professional Dialogue 
The professional dialogue between a teacher and an instructional leader is 
an opportunity to build upon areas of strength and discuss areas for 
developing or sustaining teacher use of key instructional practices. 

• Begin the meeting by agreeing on two or three key instructional practices 
representing at least one area of strength and one area for growth to allow for a deeper 
dialogue. Focusing on a few practices helps participating teachers walk away from the 
conversation with manageable action steps for maintaining strong practices while also 
improving instruction. It may be helpful to have the SAMI and EMTOT items available 
during the dialogue to reference the progression of the key instructional practices across 
the levels of implementation (Beginning, Developing, Progressing, and Integrated). 

• Use the professional dialogue questions on the next page to discuss teacher’s strengths 
and areas for growth. For each question prompt, the teacher is encouraged to respond 
first. The instructional leader or peer observer may refer to the facilitation prompts for 
cultivating a constructive dialogue when considering how to respond to a teacher’s 
comments. 

Instructional leader/peer observer facilitation prompts for cultivating a 
constructive dialogue  

In response to the teacher’s comments, the instructional leader can practice active listening and open 
questioning to gain a better understanding of the teacher’s experience and context in implementing 
each key instructional practice. Throughout the dialogue the instructional leader can use the 
following ways to cultivate a safe and trusting environment in which the teacher can share: 

 Paraphrase what the teacher has shared to affirm you hear the teacher. 

 Ask follow-up questions that invite the teacher to explore or specify their thinking, such as: 
o What did you intend for your practice and student learning during the lesson? 
o What did you notice as you implemented the key instructional practice? 
o Was there anything about how students responded during the lesson that surprised you?  
o What action steps are you considering? What might you do about…? 

 When providing feedback, share what you observed by starting with “I noticed that…” and 
following with “Can you share your perspective and thinking about what was happening in this 
situation?”  
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Professional Dialogue Questions 
The professional dialogue is intended for professional learning purposes, not 
teacher evaluation. As such, the teacher is encouraged to be the first to 
respond to each question. The instructional leader follows each teacher 
response using paraphrasing, open-ended questions, and/or lesson 
observations to co-facilitate the dialogue (see suggested prompts on the previous page). 

For each key instructional practice, discuss the guiding questions before moving on to 
address the next practice. 

Guiding questions for a professional dialogue about each key instructional practice: 

1. Why did the teacher and instructional leader select this key instructional practice for the 
professional dialogue? What are the teacher’s strengths related to this key instructional practice? 

2. How closely did the lesson the instructional leader observed represent the teacher’s typical 
experiences implementing the key instructional practice? 

3. In what ways is the key instructional practice affecting student learning? 

4. Drawing upon the teacher’s strengths, what would be an instructional practice goal to maintain or 
improve implementation of the key instructional practice? 

 

Guiding questions for planning next steps related to each key instructional practice: 

5. What professional learning support or toolkit resources would be helpful to the teacher in 
strengthening their implementation of the key instructional practice? 

6. What action steps or strategies can the teacher and instructional leader take to build upon the 
teacher’s strengths and improve the teacher’s implementation of the key instructional practice?  

7. What are the assigned responsibilities of the teacher and instructional leader in accomplishing the 
action steps? 

8. When will the teacher next implement the key instructional practice with students? 

9. How will the teacher monitor the teacher’s growth in implementing the key instructional 
practice? 
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Action Steps for Growth 
The teacher and instructional leader can document the professional dialogue using the Teacher and Leader 
Professional Dialogue Form (page 6) for each key instructional practice discussed during the meeting. Be clear, 
specific, and realistic when addressing questions related to action planning. See the example below for questions 5 
through 9 from the protocol intended to support the teacher and instructional leader in planning next steps 
following the dialogue. 

Guiding questions: Action planning Example response 

Key instructional practice from the toolkit: 1.3 Provide varied examples of quantities during subitizing lesson  

Instructional practice goal: 
Move beyond using finger displays to show quantities. Use different ways to show 
examples and non-examples of quantities. 

5. What professional learning support or toolkit 
resources would be helpful to the teacher in 
strengthening their implementation of the key 
instructional practice? 

Professional learning support and resources: 
Content video 4: Visual Structure 
Demonstration video 7 and large-group activity: Is it…?  

6. What action steps or strategies can the teacher and 
instructional leader take to build upon the teacher’s 
strengths and improve the teacher’s implementation of 
the key instructional practice? 

Action steps or strategies: 
Revisit subitizing videos 4 and 7 from the toolkit (action step). 
Try the Is it…? activity again with children, incorporating the use of different spatial 
arrangements and different objects for displaying quantities to children (strategy). 

7. What are the assigned responsibilities of the teacher 
and instructional leader in accomplishing the action 
steps? 

Assigned responsibilities: 
Teacher will watch the subitizing videos and plan how to incorporate use of different 
spatial arrangements during the large-group activity. 
Instructional leader will support the teacher in planning as needed and will observe the 
practice using the EMTOT during classroom instruction. 

8. When will the teacher next implement the key 
instructional practice with students? 

Timing: 
Watch subitizing videos by September 23; implement strategy with students by October 1. 

9. How will the teacher monitor the teacher’s growth 
in implementing the key instructional practice? 

Monitoring growth: 
Reassess using module 1 SAMI (item 1.3) and EMTOT (item 1.3) scores. 
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Teacher and Leader Professional Dialogue Form 
Teacher name: Observer name: Date of professional dialogue: 

Key instructional practice: 

Guiding questions: Key instructional practice 
implementation Notes 

1. Why did the teacher and instructional leader
want to focus on this key instructional practice for
the professional dialogue? What are the teacher’s
strengths related to this key instructional practice?

Focus and strengths: 

2. How closely did the lesson the instructional
leader observed represent the teacher’s typical
experiences implementing the key instructional
practice?

Practice representativeness: 

3. In what ways is the key instructional practice
affecting student learning?

Student learning: 

4. Drawing upon the teacher’s strengths, what
would be an instructional practice goal to maintain
or improve implementation of the key
instructional practice?

Instructional practice goal: 
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Guiding Questions: Action planning Notes 

5. What professional learning support or toolkit
resources would be helpful to the teacher in
strengthening their implementation of the key
instructional practice?

Professional learning support and resources: 

6. What action steps or strategies can the teacher
and instructional leader take to build upon the
teacher’s strengths and improve the teacher’s
implementation of the key instructional practice?

Action steps or strategies: 

7. What are the assigned responsibilities of the
teacher and instructional leader in accomplishing
the action steps?

Assigned responsibilities: 

8. When will the teacher next implement the key
instructional practice with students?

Timing: 

9. How will the teacher monitor the teacher’s
growth in implementing the key instructional
practice?

Monitoring growth: 
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