
POPTOKS Protocol: Collaborative Problem-Solving and Solution Design 

Roles 

1. Problem Originator (PO):
− The educator or leader presenting their challenge or question.
− Responsible for sharing their problem, providing context, and selecting actionable ideas

to implement.

2. Insight Contributors (IC):
− Team members who actively engage in generating recommendations and practical

solutions.

3. Moderator:
− Facilitates the discussion, ensures clarity, and keeps the process on track.

Protocol 

1. Submission by the Problem Originator (Pre-Session)
The PO submits their problem in advance, including:

− Problem Statement: A clear explanation of the issue.
− Context: Details on why this is a problem and how it manifests in their environment.
− Impact: The potential benefits of solving the problem for them, their school/district, or

the education field.
− Previous Attempts: Up to five approaches they’ve tried that didn’t resolve the issue and

why.

2. Initial Presentation (5 minutes)
The PO provides a concise summary of their problem, detailing what they’ve submitted. 

3. Clarifying Questions (5 minutes)
ICs ask targeted clarifying questions to deepen their understanding of the problem.

4. What Does The Field Say? Concise Research Brief & IC Brainstorming (15 minutes)
ICs individually brainstorm solutions or strategies for the PO.

− Each IC submits their recommendations to a shared Padlet or digital board, organized
into categories like "Stop," "Start," or "Consider.”
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5. Presentation of Possibilities (10 minutes) 

− Facilitator briefly presents their recommendations. 
− The PO reviews the list and selects 1-2 ideas to explore further. 

 

6. Refinement & Practical Support (10 minutes) 

− The selected ICs who proposed the chosen ideas share a deeper explanation, practical 
steps. 

 

7. Action Planning (5 minutes) 

− PO can schedule time to work with selected ICs on resources, as helpful 
− Moderator ensures that the PO leaves with:  

− Playlist including research, resources, templates and tools 
− Contact information for ongoing collaboration, as appropriate 
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