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Purpose and Directions 
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Use this tool as a guide, a strict protocol, when working with DSLTs in the Strengths, Weaknesses, Opportunities, and Threats (SWOT) breakout group activity. 

Steps for Supporting the DSLT SWOT Breakouts 
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Primary role: Help create safety and confidence for teams new to analyzing IMFR data. 
Actions: 
· If needed, normalize discomfort, uncertainty, and mixed reactions (“It’s common for teams to feel overwhelmed at first”).
· Explicitly state that data analysis is a learning process, not an evaluation of individuals.
· Monitor emotional temperature and slow the process when anxiety, defensiveness, or blame emerge.
Avoid rushing to conclusions and remind teams to avoid using deficit-based language about students, staff, or families.
2. Clarify Purpose Before Process
Primary role: Help the team understand why they are looking at data.
Actions:
· Help the team articulate the purpose for analysis (e.g., “We want to understand potential strengths, weaknesses, opportunities, and threats for IMFR items within a domain.”).
3. Clarify the Process and Encourage All Voices 
Primary role: First-time analysis requires guidance. 
Actions:
· Remind the team to follow the SWOT process (individual reflection; document 1-2 Strengths, Weaknesses, Opportunities, and Threats).
· Encourage all DSLT members to share reflections and contribute to the discussion.
· Help pace the conversation and prevent the team from getting stuck or from rushing through the activity. 
4. Support Simple Data Analysis 
Primary role: Offer just-in-time support without “owning” data interpretation.
Actions: 
· Avoid assuming that teams know how to “read” or interpret data independently.
· If needed, prompt teams to notice trends before hypothesizing causes.
· If the team seems to need more guidance in interpreting IMFR data, model how to interpret the data using the Bright Spots or Biggest Bang analysis lenses.
· Avoid introducing technical concepts (e.g., Bright Spots; Biggest Bang) if they distract from making sense from the data.
5. Protect A Student-Centered Focus
Primary role: First-time data conversations sometimes drift toward simplification or sometimes blame.
Actions:
· Gently redirect deficit narratives toward systems, conditions, and practices.
· Encourage questions about opportunity, access, and support.
· Ask whose voices or experiences might be missing.
6. Support Collaborative Sensemaking and Prepare for Next Steps
Primary role: Guide the conversation so that teams “own” the task of analyzing data and move methodically towards next steps.  
Actions:
· Use open-ended, curiosity-driven prompts (“What else stands out?”).
· Invite multiple perspectives and ensure balanced participation.
· Summarize and reflect back emerging insights.
· Reinforce that analysis is followed by several other steps that the team will slowly work through (e.g., prioritization of improvement efforts, action planning, enacting the plan, and monitoring the plan). 
· Remind the team that moving slowly and methodically through the next steps will be productive, and that they do not need to 
· Avoid providing all the answers and sharing numerous expert opinions. 
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