


















UNCOVERING: Street Data Analysis Protocol 
Time Required̨ 20́ˡ0 minutes per round

Seek root causes over quick fixes.

Purpose: IO UIF UOcPWFS QIaTF, XF QSPbF aWaJMabMF TUSFFU EaUa UP VOcPWFS UIF SPPU caVTFT PG PVS FRVJUZ cIaMMFOHF. IU
JT cSJUJcaM UP EP UIJT JO a cPMMabPSaUJWF GaTIJPO bZ TUVEZJOH UIF EaUa XJUI a UFaN. BZ MJTUFOJOH EFFQMZ UP WPJcFT aU UIF
NaSHJOT, XF IaWF EJTSVQUFE UIF ǣJNQSPWFNFOUǤ IabJU PG EJWJOH JOUP QMaOOJOH bFGPSF HaUIFSJOH TUSFFU EaUa. EWFO aU UIJT
TUaHF, IPXFWFS, JUǠT FaTZ UP KVNQ JOUP a TPMVUJPO TQacF bFGPSF XF IaWF UIPSPVHIMZ FYQMPSFE UIF EaUa. UOcPWFSJOH IFMQT
VT TMPX EPXO, SFGMFcU, aOE WalVe UIF TUSFFU EaUa bZ NaLJOH JU UIF cFOUFSQJFcF PG UFaN cPOWFSTaUJPOT. A HPPE UFaN
NFFUJOH XJMM IFMQ VT TUSFUcI PVS UIJOLJOH aOE aTTVNQUJPOT. 

Facilitation: TIJT QSPUPcPM VTFT a TUSVcUVSFE GPSNaU PG RVFTUJPO, SFGMFcUJPO, aOE EJaMPHVF UP IFMQ UIF QSFTFOUFS
aOaMZ[F UIF TUSFFU EaUa UIFZ IaWF HaUIFSFE aOE VOFaSUI SPPU caVTFT. IU UaLFT QMacF JO USJPT PS TNaMM HSPVQT, XJUI
QaSUJcJQaOUT UaLJOH UVSOT QSFTFOUJOH aSUJGacUT aOE HFUUJOH UIF bFOFGJU PG cPMMFHJaM aUUFOUJPO. EacI ǣSPVOEǤ PG UIF
QSPUPcPM TIPVME UaLF a NJOJNVN PG 15 NJOVUFT UIPVHI MPOHFS JT GJOF aT XFMM. BF TVSF UP EFTJHOaUF a OPUF-UaLFS XIP JT
OPU UIF QSFTFOUFS GPS FacI SPVOE.

Key Concepts 

● Confirmation bias: TIF UFOEFOcZ UP JOUFSQSFU OFX FWJEFOcF aT cPOGJSNaUJPO PG POF'T FYJTUJOH bFMJFGT PS
UIFPSJFT.

● Listening without an agenda : AQQMZJOH a NJOEGVM aXaSFOFTT UP UaLJOH JO TUSFFU EaUa XJUIPVU KVNQJOH UP
cPOcMVTJPOT; cPVOUFSacUT cPOGJSNaUJPO bJaT.

● Nonverbal cues: WPSEMFTT TJHOaMT UIaU JMMVNJOaUF QFPQMFǠT FNPUJPOT, TPcJaM OFFET, aOE cVMUVSaM OPSNT, UIFZ
accPVOU GPS 55% PG NFaOJOH cPOWFZFE JO JOUFSacUJPOT UIaU IaWF FNPUJPO aU QMaZ.1

● Group dZnamics: TIF QPTJUJWF aOE OFHaUJWF GPScFT aOE EJTQPTJUJPOT UIaU aSJTF XJUIJO a HSPVQ.
● Power framework: AO aOaMZUJc UPPM EFWFMPQFE bZ BSFO¥ BSPXO UP VOEFSTUaOE aOE VOQacL UIF IVNaO

UFOEFOcZ UP FYFSU QPXFS oWeS  (BFJOH SJHIU JT NPSF JNQPSUaOU UIaO HFUUJOH JU SJHIU) WT. bVJME QPXFS XiUh , Uo, aOE
XiUhin  PUIFST (GFUUJOH JU SJHIU JT NPSF JNQPSUaOU UIaO bFJOH SJHIU).

Process 

1. Overview and framing:  PSFTFOUFS QSPWJEFT a bSJFG PWFSWJFX PG UIF FRVJUZ cIaMMFOHF/JORVJSZ RVFTUJPO UIFZ
aSF JOWFTUJHaUJOH bFGPSF TIaSJOH UIFJS TUSFFU EaUa aSUJGacU(T). (5-8 NJOVUFT)

2. ClarifZing questions:  PaSUOFST aTL aOZ ZFT/OP, GacUVaM RVFTUJPOT UIFZ OFFE UP VOEFSTUaOE JO PSEFS UP GVMMZ
FOHaHF JO UIF QSPUPcPM. (3-4 NJOVUFT)

3. Low-inference observations: GSPVQ NFNbFST (caO JOcMVEF UIF QSFTFOUFS) FOHaHF JO TFWFSaM SPVOET PG
TUSJcU PbTFSWaUJPO. PPTTJbMF TFOUFOcF TUaSUFST JOcMVEF: ǤI heaSdǪǥ ǤI TaXǪǥ ǤI obTeSWedǪǥ  RFGSaJO GSPN
JOUFSQSFUJOH UIF EaUa aU UIJT QPJOU. (5-7 NJOVUFT)

4. Uncovering:  GSPVQ FOHaHFT JO aOPUIFS TFSJFT PG SPVOET JO XIJcI QaSUJcJQaOUT MJGU VQ RVFTUJPOT, QPTTJbMF
JOUFSQSFUaUJPOT, aOE aEEJUJPOaM EaUa OFFET. TIJT NJHIU TPVOE MJLF: ǤI XondeSǪǥ ǤA neX RVeTUion UhiT SaiTeT foS me
iTǪǥ ǤA paUUeSn UhaU maZ be emeSging iTǪǥ ǤAddiUional TUSeeU daUa Xe maZ need iTǪǥ  (5-9 NJOVUFT)

5. Presenterǡs final words: PSFTFOUFS TIaSFT XIaU T/IF/UIFZ MFaSOFE, XIaU JT TUJcLJOH XJUI UIFO, aOE XIaU a
OFYU TUFQ PG UXP NJHIU bF. (2 NJOVUFT)

1A. Mehrabian, 1981. © Listening Leader Toolkit, version developed by Shane Safir. All Rights Reserved.





Street Data Mini-Action Plan

Gathering street data requires deep listening, keen observation, and trust. Street-level data can help us determine the root
causes of our equity challenges and shape our next moves in a thoughtful, intentional way.

Planning Questions Reflection Questions
1. What is an equity challenge you want or need to probe in the next 4-6 weeks? What

data (satellite, map, or street) led you to identify that challenge?

Why does this equity challenge matter to
you and the team?

2. Identify a group of students you want to listen to better understand the root causes
and the impact of your equity challenge. Name that group below: be specific.

Who is most affected by the problem you
are trying to solve?

Whose voices are least heard but most
critical to hear?

3. Identify the structure(s) you will try out to gather street data. Set a # goal of how
many focus groups or interviews you want to conduct.

a. Focus Groups
b. Audio Interviews
c. Empathy Interviews
d. Other:

Goal: Deadline:

Can the data be used in a formative way
to open people up to change?



4. Generate 3-5 anchor questions you will pose to students, from a place of curiosity and
compassion:

Sample Questions
● What is going well for you in school

right now? What is something you’re
proud of?

● What is your biggest challenge or
frustration?

● (If an inciting event) How did the
incident affect you?

● What do you want or need to heal
from what has happened?

● What changes would you like to see
in our (classroom or school), and
why are they important to you?

● What feedback do you have for me to
make our school more equitable and
inclusive?

5. Thewaywe listen is as important as the act of listening. How do you want to show up as
listeners? How will you model deep listening in your tone, body language, and framing
of the sessions? Set an intention below.1

How can the process of collecting data
build trust and model mature empathy?

1 Mature Empathy can be a powerful stance to enter listening sessions with. See page 110, Table 5.1 for the Six Stances of a Listening Leader
and pages 116-120 for more info on Mature Empathy.

© Shane Safir, The Listening Leader: Creating the Conditions for Equitable School Transformation (San Francisco: Jossey-Bass, 2017).





Example of Kiva Panel Prep Sheet

Hello everyone! Thank you for agreeing to be on a Kiva Panel at principal/vice principal 
retreat on January 31st. The Kiva Panel is an opportunity for the leaders in the room to hear 
your voices, perspectives, and insights as students and valuable Abbottsford community 
members January 31st is devoted to the topic of educational equity, including: 

● What does it mean to create an equitable system in which every student gets what he
or she needs to thrive?

● How can we create schools in which every student feels seen, valued, and cared for?
● How can we eliminate racial and other forms of bias from our schools?
● How can we create schools that nurture the cultural wealth of indigenous learners?

The panel will begin at roughly 1:00 pm, but please plan to join me for lunch at noon to 
prepare together for this experience. You may use this sheet to reflect on and jot down in 
advance any thoughts you have on the panel questions. I invite you to be honest and 
heartfelt in your responses. The leaders in the room will be reflecting on your words in small 
groups, but they will not have a chance to ask you questions so you do not have to respond 
to on-the-spot questions. I will be facilitating the panel, and you can learn more about me 
and my work at www.shanesafir.com. Feel free to reach out to me if you have any 
questions or want to talk through your ideas! 

Question 1: Talk about a powerful, deep learning experience you have had in your school 
career. What mattered to you about that experience? 

Question 2: Share an experience of racism, bias, or inequity that you have faced in your 
school career. How did that experience impact you as a learner and as a human being? 



Question 3: Community cultural wealth is defined as a range of “knowledges, skills, abilities 
and contacts possessed and used by Communities of Color to survive and resist racism and 
other forms of oppression” (Yosso, 2005). When you think about your own community, what 
is one element of cultural wealth that you value and are proud of? How could schools do a 
better job of valuing and uplifting that cultural wealth? 

Question 4: If you could wave a magic wand to create more equity and inclusion for 
indigenous learners in your schools, what would you change (or add) and why? 



Kiva Panel: Student Prep/Journaling Tool

Hello everyone! Thank you for agreeing to be on a Kiva Panel at [insert meeting, date, time,
zoom link]. The Kiva Panel is an opportunity for the [leaders, teachers, staff, etc] in the room to
hear your voices, perspectives, and insights as students and valuable community members.
This meeting is devoted to the goal of educational equity, including:

● What does it mean to create an equitable system in which every student gets what he or
she needs to thrive?

● How can we create schools in which every student feels seen, valued, and cared for?
● How can we eliminate racial and other forms of bias from our schools?
● How can we create schools that nurture the cultural wealth of all learners, particularly

those who have been historically marginalized?

The panel will begin at [insert time], but please plan to join me/us [insert an optional prep
meeting time and place] to prepare together for this experience. You may use this sheet to
reflect on and jot down in advance any thoughts you have on the panel questions. I invite
you to be honest and heartfelt in your responses. The adults in the room will be reflecting on
your words in small groups, but they will not have a chance to ask you questions so you do
not have to respond to on-the-spot questions. I will be facilitating the panel, and you can
learn more about me and my work at www.shanesafir.com. Feel free to reach out to me if
you have any questions or want to talk through your ideas!

- Shane Safir

Question 1: Talk about a powerful, deep learning experience you have had in your school
career. What mattered to you about that experience?



Question 2: Share something about your life experience or journey that has shaped you and
that your educators wouldn’t know just by meeting you.

Question 3: Share an experience of racism, bias, or inequity that you have faced in your
school career. How did that experience impact you as a learner and as a human being?

Question 4: Community cultural wealth is defined as a range of “knowledges, skills, abilities
and contacts possessed and used by Communities of Color to survive and resist racism and
other forms of oppression” (Yosso, 2005). When you think about your own community, what
is one element of cultural wealth that you value and are proud of? How could schools do a
better job of valuing and uplifting that cultural wealth?

Question 5: If you could wave a magic wand to create more equity and inclusion for
indigenous learners in our schools, what would you change (or add) and why?

© Shane Safir and Jamila Dugan, Street Data Toolkit, 2021. Please use or adapt with attribution to the source.





Student Voice: Considerations & Tools 

When gathering and centering student voice, it is important to be attentive to above the green line 
conditions (structures, processes, protocols) as well as below the green line conditions (relationships, 
identity/purpose, information flow). 

Sharing Power With Students: Preparing Adults 

Below are 3 tools that will help you set the stage for sharing power 
with students and not defaulting to defensiveness. 

Engaging Youth with Care and Respect 

Below are 3 tools that will help you engage students in inclusive, 
supportive, and respectful ways. 

● Deep Listening Dyads: Prime adults to listen with dyads
that promote mature empathy. Sample prompts include:

○ Reflect on a time where a student shared something that
was hard to hear. How did you feel/experience this in the
moment? How did you react?

○ Share a time when you wanted to speak up to an
adult/authority figure as a young person but were afraid.
What conditions did you need to find your voice?

○ Reflect on an experience with authority as a young person.
What happened? How did you feel? What did you learn?

● Mindfulness: Facilitate a short mindfulness practice to
cultivate awareness of how our bodies respond to hard
feedback and how to metabolize those sensations.

● Setting Intentions: Invite your colleagues to name an
explicit intention around sharing power with students:
What is your intention around sharing power and
listening, and why does it matter to you? Share in pairs or
small groups.

● Preparing the Youth: Meet with your students in advance
and use a talking circle to allow them to express how
they feel about sharing their experiences with adults.

● Student Voice Guidelines: Make it clear that they get to
decide what they do and don’t want to share of their
stories. Explain that the goal is to feel a sense of agency
and self-authorship. Finally, convey that while emotion
and even tears are welcome, they can also step away or
take a break at any point if they feel too vulnerable.

● Pre-journaling: Always share the prompts with students
in advance so they have time to reflect and/or journal. In
your pre-meeting, you may offer them a chance to try out
what they wish to share.

● Microaffirmations: Be ready to employ these “tiny acts of
opening doors to opportunity, gestures of inclusion and 
caring, and graceful acts of listening” to affirm the young 
people who have joined you. Use gentle touch, 
nonverbal cues, and verbal affirmations to convey that 
you are holding and caring for them. 

© Shane Safir, The Listening Leader: Creating the Conditions for Equitable School Transformation (San Francisco: Jossey-Bass, 2017). 









Copyright © Shane Safir, The Listening Leader, John Wiley & Sons, Inc. 2017. 

preliminary step toward co-generative dialogues, a structured practice for getting student 
feedback (Emdin, 2016). Feedback interviews are described on page 177-178 of The Listening 
Leader. 

 
4. Shadow a Student Challenge: Put on your tennis shoes and “be” one of your students for an 

entire day. Get his or her permission, dress comfortably, meet your student before school, and 
approach observation with a notebook and an open and curious mind. Be sure you set aside time 
to study the experiential data you’ve gathered, looking for patterns and raising questions. See 
pages 172-173 for more details. 

 
5. Classroom Participation Tracker: Oral participation is one important indicator of engagement 

and inclusion. Create a simple "equity tracker" with students' names on the left side and a column 
for each day of the week. Carry it around on a clipboard, and each time you call on a student or 
someone volunteers to speak, jot down a tally mark. At the end of the week, add up your marks 
and analyze the data: Who is participating the most? Who is participating the least? What patterns 
of participation do I see with respect to race, gender, language of origin, learning ability, location 
in the room, etc.? Set a small participation goal for the following week. This practice is profiled 
in my Edutopia blog called “3 Practices to Promote Equity in the Classroom” (12/1/15). 

 
 
  
 
 

6. Academic Language Tracker: The ability to internalize and use academic language in class is a 
gatekeeper skill for many English Language Learners and historically marginalized students. By 
paying attention to which students are and are not employing disciplinary language, you’ll gain 
critical data with which to create scaffolds. Select one or two focal students to listen to during 
class, preferably when they are engaged in a group task or discussion. Script the student’s 
comments or audio-record them; then take time to analyze the transcript. How many times does 
the student incorporate academic language? If they attempt to do so, but struggle with correct 
usage, note that as well. What evidence do you hear that the student understands the structure of 
academic language, not just key terms. Can the student participate in ways that would make him 
or her feel confident in a college classroom? If not, how will you support this student? 

 
Planning Prompt: Choose ONE or TWO of these strategies to try. Write it down. 
 
Strategy I’ll try Action Plan/Steps 
 
 
 

 

 
 
 

 

 



Helping Trios (modified) 
Time Required: 30-45 minutes 

Purpose:  To help an individual think about a teaching or leadership dilemma, issue, or 
communication in new ways through a structured format of question and response. 

Structure: The protocol takes place in trios, with participants taking turns presenting. Each 
round takes 10 to 15 minutes total before the group moves on to the next person. 

Facilitation and Tips: This protocol allows the presenter to share a dilemma, challenge, or 
emerging piece of work. During the discussion portion of the rounds, as awkward as it may 
feel, do not address the presenter directly, but rather talk about him or her in the 3rd person. 
This allows the presenter the “freedom” of simply listening and reflecting while their trio 
partners engage with the work. 

Round #1 Partner ‘A’ 12 minutes 

 3 minutes ‘A’ shares equity imperative while ‘B’ & ‘C’ listen & take notes 

 5 minutes ‘B’ & ‘C’ have a conversation to: 
● Discuss what they heard
● Share their reactions and perspectives
● Articulate reflective questions for the presenter’s

consideration (“I wonder if…”)

‘A’ listens and takes notes 

 2 minutes ‘A’ responds to what they heard— “What felt most 
helpful?” 

Round #2 Partner ‘B’ 12 minutes 

Round #3 Partner ‘C’ 12 minutes 

Bring the courage, bring the passion. 







 
 

 
 

 

The Art of Conversation 
by author Margaret Wheatley 

 
 
 
Behaviors that help take conversation to a deeper realm: 
 

1. We acknowledge one another as equals 

2. We try to stay curious about each other 

3. We recognize that we need each other’s help to become 
better listeners 

4. We slow down so we have time to think and reflect 

5. We remember that conversation is the natural way 
humans think together 

6. We expect it to be messy at times 

7. We meet people where they are, not where we want 
them to be (added to Wheatley’s list) 

 
 
“Listen for what surprises you.  Notice what disturbs you.  If what you say surprises 
me, I must have been assuming something else was true.  If something you say 
disturbs me, I must believe something contrary to you.  My shock at your position 
exposes my own.  These moments are great gifts.” 
 
 
“We know how to have deep conversations, but we sometimes have to let go of 
our modern ways of being in meetings to get past the behaviors that keep us apart. 
We have cultivated some bad behaviors – speaking too fast, interrupting others, 
monopolizing the time, giving speeches or pronouncements.  Many of us have 
been rewarded for these behaviors.  We’ve become more powerful through their 
use.  But none of them lead to wise thinking or healthy relationships.  They only 
drive us away from each other.” 
 
 

-  Margaret Wheatley, Turning to One Another 



1. Audio  feedback  interviews:  Conduct  an  audio-recorded  focus group with students or parents 

whose voices are typically absent from the decision-making table. Begin by identifying an equity  

challenge that you want to gain insight around. Invite a small group of stakeholders to engage in  

thirty to forty-five minutes of discussion. Prepare and ideally share your questions in advance. Afterward, 

transcribe and edit the data to highlight key themes and comments (more on this in Chapter 8). With  

participant permission  and/or  full  anonymity,  these data can be used at a staff meeting to ground  

discussions of the equity challenge. 

2. Listening  campaigns:  Listening  campaigns  involve  a  set  of interviews  or  focus  groups  from  

which  the  listener  assembles and organizes anonymous quotes by theme. The data are usually shared 

back to the community as an opportunity for growth and reflection. Conduct a series of listening  

sessions to gain insight and empathy toward a group of people at the margins, for example,  LGBTQ   

students,  parents  of  English  language learners, or students with learning differences.  Be sure to tap  

a group of at least five stakeholders so that you are able to get a sense of cross-cutting patterns. 

3. Equity participation tracker: When visiting a classroom, track who  is  called  on  to  participate   

by  the  teacher,  who  volunteers to speak, and who is receiving positive versus negative feedback  

(verbal  and  nonverbal).  Break  this  data  down  by  race,  gender, English-language  learner status,  

gender,  learning  differences, and other factors. This  street  data  tool  will  help you study the  

micro-pedagogies of equity. 

4. Ethnographies: If you are part of a team that meets on an ongo-ing  basis,  consider  doing  an   

in-depth ethnography of a group of students. This deep exploration of a campus subculture—for example  

a  group  of  high-achieving Indigenous students—will entail interviews, observations, and soliciting written 

reflections from  the  learners.  Begin by articulating an authentic inquiry question that you will investigate 

through the process. Obviously, get parent and student permission first. 

5. Fishbowls: Facilitate a fishbowl dialogue to draw out the experi-ences  and  perspectives of a group  at  

the  margins.  The structure is  simple:  A  small  group  engages in discussion in the middle of the room,  

while  other  participants encircle this group and listen intently, jotting down key words and phrases.  

For example, district staff might facilitate a fishbowl of principals, asking, “What is your daily experience 

like as school leader? What conditions do you need to  be  successful?  What could we do  differently to 

support  you?” Principals can facilitate a fishbowl of teachers, parents, or paraprofessionals. Teachers can 

facilitate a fishbowl of students. Be sure you have identified a central equity challenge; develop and share 

the questions beforehand with participants. Panel discussions can serve a similar role. Be willing to listen, 

even when it’s hard to hear. 

10 Ways TO COLLECT STREET DATA



6. Home visits: Home visits are a powerful and underutilized street data tool. Over the years, I have 

found that many educators are fearful of doing home visits. They’re either afraid of high-poverty  

neighborhoods and communities of color due to unconscious or conscious racism; they’re afraid of 

imposing on families in their private sphere; or both. In the years that led to the founding of June Jordan 

School for Equity, the school where I was a principal, I had the privilege to do hundreds of home visits 

as part of a community organizing drive. I always asked the family if they felt comfortable having me in 

their home or preferred to meet in a community space, like a church hall or café. More often than not, 

they wanted to host the visit and took pride in welcoming me to their home. I felt deeply honored and, 

more importantly, gained street-level data on the family and student: their cultural wealth, assets, hopes, 

dreams, and fears. 

7. Shadow a student: There is perhaps no better way to empathically understand a student’s  

experience than to put on your tennis shoes and shadow him or her. Put on your comfy shoes and, with  

permission of course, follow a student through his or her school day. This  is  particularly impactful  if  

done by a network of leaders and focused on students who are currently outside the sphere of  

success. My colleague Jennifer Goldstein, a professor of educational leadership at California State  

University Fullerton, has principal candidates shadow an English learner for a day, with tremendous  

impact. A principal can also shadow a teacher throughout his or her day, and a district leader would do 

well to shadow a principal or assistant principal.  

8. Equity-focused  classroom  scan:  Do a demographic scan of different types of classes on  

campus—gifted,  remedial,  honors, academies, career tech, advanced placement, and so forth. Note the 

distribution of students by race/ethnicity, gender, ELL status, students with special needs, and so forth. 

With this data in hand, facilitate a leadership team discussion about the current landscape of equity and 

access at your site, where to go next for street data, and what your equity imperative is to address this. 

9. Structured  meeting  observations:  Be a fly on the wall in an upcoming team meeting. Take 

notes on who speaks and who does not, much like the equity participation tracker. Take notes on how 

the  facilitator  responds  to different  participants  and whether the emotional valence of the response 

(positive, negative, neutral) tracks to race, gender, tenure, or other factors. Capture observation notes on 

the group dynamic—the energy of the room, including the ways in which people build off each other’s 

ideas, respectfully challenge each other, and ask questions to probe one another’s thinking. 

10. Student-led  community  walks:  I  have  written  about  community walks for Edutopia (Safir, 

2017a) and in The Listening Leader (Safir, 2017b). They are an invaluable tool for flipping the dash-board  

and uplifting the expertise of students and parents. To experiment  with  this  strategy, identify social or  

cultural  groups in your community about whom it would benefit educators to gain deeper knowledge.  

Invite students  from  those  groups  to meet  with  you  to  design  a  professional-learning  experience  

for educators,  typically  comprised of two afternoons: one to read about the community and listen  

to student presenters and one to  follow  students  through a guided community walk of their  

neighborhood.  Support and empower  students to design  this experience  with  any  tools  at  your   

disposal—PowerPoint  slides, panels of community leaders, a lunch hosted by families in the community, 

an itinerary that includes important sites (markets, churches, community centers, etc.), and people.

@ShaneSafir @JamilaDugan

SHANE SAFIR
JAMILA DUGAN

Tips adapted from Chapter 4 of Street Data: 

A Next-Generation Model for Equity,  

Pedagogy, and School Transformation  

(Corwin, 2021) 
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