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A Friday Focus Guide for building committee systems with

purpose, ownership, action, and follow-through.

CLEAR PURPOSE STRONG OWNERSHIP REAL OUTCOMES
Know why the committee Name who owns the work. Move from meetings to

exists. action.

FRIDAY FOCUS GUIDE

For school leaders who want committees that clarify the work, protect
priorities, and create visible progress.
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COMMITTEES
FAIL

Committees rarely fail because people do not
care. They fail when structure is weak.

. THE PATTERN: Meetings continue, but the work does not move.

FOUR FAILURE PATTERNS TO WATCH

PURPOSE DRIFT ROLE BLUR

The group meets because it always has, not because Members are present, but decision rights and

it owns a priority. responsibilities are unclear.

RESET:  Rewrite the charge. RESET:  Name roles and ownership.
MEETING LOOP FOLLOW-UP GAP

The same topics repeat without decisions or Tasks are discussed, but no owner, due date, or
movement. evidence is assigned.

RESET:  Use an action tracker. RESET:  Close every item.

THE SHIFT THAT MAKES COMMITTEES WORK

FROM UPDATES TO DECISIONS

FROM ATTENDANCE TO OWNERSHIP
FROM DISCUSSION TO ACTION

FROM MEMORY TO TRACKING

FROM VAGUE REPORTS TO USEFUL EVIDENCE

THE TAKEAWAY

A committee is only effective when it has a clear reason to exist, a defined owner, and a visible
path from meeting to action.

CLARITY DRIVES FOCUS ol RUCTURE DRIVES ACTION ; =SULTS DRIVE IMPACT
Clear purpose keeps L ( Good systems help committees Q Focused committees
committees on track. S work better, not harder. create lasting change.
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COMMITTEE
CLARITY
TEST

Before adding another meeting, test whether
the committee is clear enough to matter.

. THE TEST: If the answers are vague, the committee is not ready.

FIVE QUESTIONS EVERY COMMITTEE SHOULD PASS

WHY DO WE EXIST?
Name the school priority this committee supports.

WHAT DO WE OWN?
Clarify what belongs here and what belongs elsewhere.

WHO DECIDES?
Define authority, lead role, and decision rights.

WHAT DO WE PRODUCE?
Identify outputs: decisions, actions, reports, or evidence.

WHO NEEDS TO KNOW?
Define the report-up path and communication loop.

HOW TO USE THE TEST

5 CLEAR ANSWERS Keep the committee and strengthen tracking.
3-4 CLEAR ANSWERS Clarify the charge, owner, or outputs.
0-2 CLEAR ANSWERS Pause, merge, or reset the committee before meeting again.

TAKEAWAY: The clarity test keeps schools from creating committees that sound important but do not actually move
decisions, support, or outcomes.

CLARITY DRIVES FOCUS ol s STRUC DRIVES ACTION
Clear purpose keeps J  Good systems help committees G Focused committees

committees on track. o ¥ o work better, not harder. create lasting change.
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5 QUESTIONS
EVERY COMMITTEE
MUST ANSWER

Before a committee meets, its purpose,
ownership, and outcomes should be clear.

. ASK THESE: Before the meeting starts - not after it drifts.

THE FIVE QUESTIONS

WHY DO WE EXIST?

Define the
committee's purpose
and school priority.

WHO NEEDS TO BE
IN THE ROOM?

Include the right
voices, roles, and
decision-makers.

WHAT EXACTLY DO
WE OWN?

Clarify responsibilities,

authority, and
boundaries.

HOW WILL WE
KNOW WE ARE
SUCCESSFUL?

Set outcomes,
evidence, or progress
indicators.

WHAT ACTION
SHOULD COME
ouT?

End with decisions,
owners, and next
steps.

WHEN ANSWERS ARE UNCLEAR

o Meetings drift.
o Roles blur.

o Topics repeat.
o Action stalls.

THE TAKEAWAY

Good committees are not defined by who
shows up. They are defined by clarity,
ownership, and action.

BETTER QUESTIONS
CREATE BETTER COMMITTEES.

o Leaders lack useful updates.

USE THIS PAGE: as a pre-meeting check, a committee launch tool, or a reset prompt when meetings start to drift.

CLARITY DRIVES FOCUS
Clear purpose keeps
committees on track.

STRUCTURE DRIVE >TION
Good systems help committees
work better, not harder.

RESULTS DRIVE IMPACT
Focused committees

create lasting change.
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A committee should move a specific
piece of school work - not just host
another conversation.

DESIGN RULE

If the committee cannot produce action, it
needs a redesign.

COMMITTEE DESIGN TICKETS

PURPOSE TICKET PEOPLE TICKET

The group protects a
clear priority.

The right voices are not

SIGHAL in the room.

SIGNAL

Write a Add role-based

| RESET MOVE RESET MOVE

PROCESS TICKET PRODUCT TICKET

Meeting rhythm feels Meetings end without

SIGNAL SIGNAL

random. output.
HESETTROVE Set cadence and HESET TOVE Define the
BUILD COMMAND CENTER
Name the Limit work to End with action,
priority this what belongs owner, and

DESIGN SCAN: Why exist? Who owns it? What should every meeting produce?
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Not every school needs every
committee. The right structure
depends on school size, mission,

THE GOAL
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Map what fits your school - then clarify

who owns the work.

COMMITTEE MAP TICKETS

INSTRUCTION TICKET

Academic work is

SIGNAL
scattered across groups.

RESET/MOVE Link goals, data,

r OPERATIONS TICKET

Barriers slow

SIGNAL G -
implementation.

RESET MOVE A55|gn resources

MAP COMMAND CENTER

Keep
committees tied

MAP SCAN:

WHERE LEARNING NEVER RUNS DRY.

at exists? What overlaps? What is miss

SAFETY TICKET

Preparedness and

SIGNAL support feel separate.

RESET MOVE Connect

LEADERSHIP TICKET

Updates do not reach

SIGNAL decision-makers.

RESET MOVE Creacels
Combine groups Stop meetings
with with no clear

eeds to know?

EDUQUENCHER.COM
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These teams connect school goals,
data, instruction, teacher support, and
student growth.

BIG IDEA

Data matters only when it changes what
adults do next.

IMPROVEMENT TRANSLATION TICKETS

GOAL TICKET DATA TICKET
SIGNAL The goal is named but SIGNAL Ngmbers are reviewed
not owned. without patterns.
Assign adult RESET MOVE Name the

SUPPORT TICKET CHECK TICKET

Teachers need help to Progress is not revisited.

| RESET MOVE

SIGNAL et GREL SIGNAL
HESETTROVE Match support to HESET TOVE Set a review
IMPROVEMENT COMMAND CENTER
Find the pattern Name the adult Return to
ANALYZE behind the move. CHECK evidence next

What changed? What is needed? What is at risk?
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Readiness, care, intervention,
communication, and follow-through

: must work together. .
! VY LA

Preparedness and support both require
clear systems.

SAFETY AND SUPPORT TICKETS

PREPAREDNESS RISK DOCUMENTATION RISK

Roles are unclear during Concerns are known but

SIGNAL SIGNAL

response. not tracked.
RESET MOVE Practice roles RESET MOVE Use one record

SUPPORT RISK COMMUNICATION RISK

Families or staff learn
too late.

Student needs are

SIGHAL noticed late.

SIGNAL

Create early Clarify who

RESET MOVE RESET MOVE

SUPPORT COMMAND CENTER

Make risks and Name who Document
NOTICE needs visible responds and CLOSE action and

SAFETY SCAN: What is urgent? Who owns response? What must be documented?
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This work protects trust, belonging,
clarity, and the way families experience
the school.

BIG IDEA

Strong communication is not a message. It
is a system.

TRUST SIGNAL TICKETS

VOICE RISK CLARITY RISK

Only the same people Families ask the same

SIGHAL are heard. SIGNAL questions repeatedly.

Create wider Simplify the

| RESET MOVE RESET MOVE

CULTURE RISK FOLLOW-UP RISK

Concerns surface as Input is gathered but not

SIGNAL SIGNAL

rumors or frustration. closed.
RESET MOVE Namejthe RESET MOVE Reportiwhat
COMMUNICATION COMMAND CENTER
Gather Communicate Show what
LISTEN questions and simply and CLOSE changed or why

ats? What needs to be cla
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This work turns priorities into
resources, roles, time, space, and

implementation conditions. 'I
’—'

Resources should protect the instructional
plan.

RESOURCE ALIGNMENT TICKETS

PRIORITY RISK CAPACITY RISK
SIGNAL Spending is SIGNAL Staff cannot implement
disconnected from goals. the plan well.
RESET MOVE Tie dollars to RESET MOVE Match work to

AN

TIMING RISK OPERATIONS RISK
SIGRAL Decisions arrive too late. STETRL Systems or space slow
the work.
HESETTROVE Name timeline HESET TOVE Remove the
RESOURCE COMMAND CENTER
Connect Name tradeoffs Watch risk
ALIGN resources to and timing. PROTECT before it grows.

RESOURCE SCAN: at goal? What fund mplements? What risk if delayed?
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A committee meeting works only when
discussion becomes decisions,
ownership, and follow-through.

BIG IDEA m

Do not end with discussion. End with
ownership.

ACTION SYSTEM TICKETS

DISCUSSION LOOP OWNER GAP
SIGNAL The meeting gir'cles SIGNAL Actions do lnot have one
without a decision. person assigned.
RESET MOVE Namejthe RESET MOVE Asslgnithe
EVIDENCE GAP REPORT GAP
SIGRAL No one I'<nows' how STETRL Leaders do not get
completion will show. useful updates.
HESETTROVE Define evidence. HESET TOVE Send a report-up
ACTION COMMAND CENTER
What changed Who owns the How will we
because we next step? TRACK know it

ACTION SCAN: i 2 due? What evidence closes
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Spot committee drift before it becomes
frustration, confusion, or stalled
progress.

[/

BIG IDEA
Risk is easier to fix when it is visible early.

RISK TRANSLATION TICKETS

PURPOSE RISK

People are unsure why

SIGNAL the group exists.

RESET/MOVE Rewrite the

FOLLOW-UP RISK

Same issues return each

SIGNAL =
meeting.

HESETTROVE Use the action

RESET COMMAND CENTER

Keep rhythm.
MONITOR Check evidence

5-MINUTE SCAN:

WHERE LEARNING NEVER RUNS DRY.
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OWNERSHIP RISK

Tasks are discussed but

SIGNAL not assigned.
RESET MOVE Name owner and
IMPACT RISK
STETRL Meetllngs do not change
practice.

RESET MOVE isiworicic
Clarify owner, Pause the
question, or RESET pattern. Rebuild

Why exist? What moved? Who owns next? What evidence shows impact?

EDUQUENCHER.COM
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Use this sprint when committees exist,
but purpose, ownership, or
follow-through feels unclear.

Do not add more meetings. Reset the
system.

30-DAY RESET TICKETS

WEEK 1 - INVENTORY WEEK 2 - CLARIFY

Committees exist but SIGNAL Purpose and ownership

SIGNAL 2
the map is unclear. are vague.

List and sort Write charges

| RESET MOVE RESET MOVE

WEEK 3 - ALIGN WEEK 4 - RELAUNCH

Work is disconnected
from priorities.

The system needs a new

SIGNAL rhythm.

SIGNAL

Match work to Launch tracker

RESET MOVE RESET MOVE

SPRINT COMMAND CENTER

Keep, merge, Create map, Check progress
SORT pause, or charge, and after 30 days.

RESET SCAN: What exists? What stays? What merges? What launches first?
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The lead protects the process so the
committee can make decisions, assign
ownership, and move the work.

BIG IDEA

A strong lead keeps the meeting tied to
purpose, action, and follow-up.

LEAD MOVE TICKETS

FRAME RISK DRIFT RISK
The meeting starts Discussion moves away
SIGNAL without a clear target. SIGNAL from the work.
RESET/MOVE Name purpose RESET MOVE Refocus with one
OWNERSHIP RISK REPORT RISK
SIGRAL Next steps remain STETRL Important updates do
vague. not travel upward.
RESET MOVE Asslgnjowner RESET MOVE Sendithe
LEAD COMMAND CENTER
What problem What decision is Who owns the
are we solving? needed? CLOSE next step?

LEAD SCAN: at changed? Who owns next step? What support is needed?
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A guided work session that turns
committee confusion into a clear
operating system.

THE PROMISE

" commITTEE /

/

Leave with fewer gray areas, stronger
ownership, and a system your team can

RESET SESSION TICKETS

BEFORE RESET

Committees overlap and

SIGNAL :
meetings repeat.

RESET/MOVE Map the system.

Work moves between

SIGNAL o
meetings.

RESET MOVE Launchithe

SESSION COMMAND CENTER

What exists and
what is unclear?

FIT SCAN:

WHERE LEARNING NEVER RUNS DRY.

Too many meetings? Unclear owners|

DURING SESSION

The team clarifies

SIGNAL :
ownership and purpose.

RESET MOVE Design the tools.

DELIVERABLES

Leaders need tools they

SIGNAL
can use.
RESET MOVE Map:tracker,
What tools will What happens
this team use? DEPLOY in the next 30

? Weak follow-thr

EDUQUENCHER.COM
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meetings. It needs committees that
know what they own and how to move

START HERE @

Schedule a committee reset conversation
with EduQuencher.

SUPPORT PATH TICKETS

DIAGNOSE SIMPLIFY

See what is working, SIGNAL Clarify structure,

SIGNAL overlapping, or stalled. ownership, and

Committee Committee reset

| RESET MOVE RESET MOVE

EQUIP SUSTAIN

Keep the rhythm visible
after launch.

SIGRAL Give leaders togls to STETRL
keep work moving.

RESET MOVE Agendas and HESET TOVE 30-day follow-up

NEXT STEP COMMAND CENTER

Map your Clarify roles, Move work with
current outputs, and RELAUNCH tools and

uencher.com
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